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ABSTRACT 

This  module  is  the  second  in  a  self -instructional 
program  designed  to  train  public  school  personnel  in  how  to  manage 
educational  projects.  The  purpose  of  this,  module  is  to  provide 
current  or  potential  project  directors  with  the  basic  knowledge, 
skills,  abilities,  and  sensitivities  needed  to  manage  a  local 
educational  project.  In  the  area3  of  planning,  the  lodule  explains 
how  to  define  a  project,  develop  a  work  flow  plan  and  a  schedule,  and 
estimate  needed  resources  and  their  costs.  It  then  discusses  the 
preparation  phase,  includinq  how  to  initiate  a  project,  organize  it, 
and  create  a  project  information  system.  (A  condensed  demonstration 
version  of  lessons  on  the  preparation  phase  is  also  part  of  this 
self -instructional  program.)  The  module  then  explains  the  components 
of  controlling  a  project,  including  developing  a  reporting  system, 
identifying  problems  and  their  causes,  solving  problems  through 
decision-making,  and  implementing  these  decisions.  The  module  also 
discusses  terminating  a  rroject.  A  lengthy  case  simulation  section 
provides  an  opportunity  for  synthesis  of  knowledge  and  skills  by 
simulating  many  of  the  decisions  a  project  manager  must  make. 
Although  the  module  is  des?.gned  for  use  with  a  slide  and  tape 
presentation,  it  may  be  used  alone.  (Auther/JM) 
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A.    MODULE  MANUAL  INSTRUCTIONS 


The  module  manual  contains  two  major  sections -Module  Description 
and  Module  Directions-  and  Forms.  The  Module  description  section  speci- 
fies the  goals,  describes  the  elements,  indicates  the  materials  needed, 
describes  the  student  flow  and  gives . suggestions  on  group  use. 

The  Module  Directions  and  Forms  section  contains  the  directions 
and/or  the  forms  for  working  through  the  module.    It  is  the  instructional' 
part  of  the  module  where  the  work  is  to  take  place. 

'    It  is  essential,  to  read  the  Module  Description  section  to  fully 
understand  the  modulo  before  starting  to  work  through  it. 


ViAzaUonit  H  ijou  clip.  vtoMna  thiougk  the  modulo,  alone.,  by 
.xeaxLLnQ  tJ\Q.  ntxX.  taction. 

Itf  you  axt  cjoetptvUiuj  tin  module,  vtlth.a  gnoup,  ucUt 
(UazcXIom  iKom  tiiQ.  Qtoup  teaddA.   


iii 


B.  PREFACE 

American  education  in  the  past  decade  has  been  characterized  by 
the  increasing  educational  effort  of  the  federal  government.  Concurrent 
with. the  federal  activity  in  public  education  there  have  been  groups  of 
educators  who  were  aware  of  difficulties  within  their  area  of  specialty, 
and  created  programs  to  improve  public  education.    An  example  is  the 
School  Mathematics  Study  Group  (SMSG),  a  project  funded  by  the  National 
Science  Foundation,  which  worked  on  the  improvement  of  the  whole  mathe- 
ma'  ics  curriculum  for  the  purpose  of  improving  the  mathematics  knowledge 
for  the  widest  possible  group  of  students. 

Many  other  groups  of  professionals  in  education  have  been  aware 
of  the  wide  gap  between  what  is  and  what  could  be  achieved  in  education 
in  our  public  school*;.    The.  stated  concerns  of  these  grouos  of  educators 
have  found  their  way  to  foundations  and  to  concerned  public  officials 
in  the  state  and  federal  government.    Goal  setting  at  the  federal  level 
and  the  work  done  by  education  groups  at  other  levels  has  resulted  in 
federal  legislation  to  provide  the  funds  to  work  toward  the  solution  of 
the  recognized  educational  problems.    As  a  result,  project  proposals, 
experimentation,  and  curriculum  revision  groups  have  been  founded. 

There  is  a  need  for  elements  of  management  discipline  in  the  local 
schools.  Because  public  funds  are  involved  and  accountability  is  neces- 
sary in  dealing  with  public  funds,  the  problem  of  designing,  administer- 
ing and  evaluating  a  federal,  state,  or  locally  funded  project  becomes  a 
concern  at  all  educational  levels.  In  this  regard,  the  role  of  educational 
project  manager  needs  to  be  defined  and  a  group  of  people  need  to  become 
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experienced  in  this  role.    Because  of  the  increasing  number  of  projects  • :. 
in  education,  the  expanding  nature  of  projects  now  in  existence,  and 
,  rising  cost  of  the  total  effort,  competent  educational  project  managers  . 
need  to  be  recruited  and  trained  in  the  role. 

The  need  for  a  more  comprehensive  approach  to  planning  and  control- 
ling projects  in  the  educational  environment  is  established  by  the  obser- 
vation that  this  type  of  activity  in  education  is:    (a)«  becoming  both 
more  complex  and  larger,    (b)    calling  for  greater  allocations  of  money, 
and  (c)    continuing  for  longer  periods  of  tir,ie.    The'  concept  of  project 
management  as  a  discipline  is  just  making  its  debut  in  the  educational 
environment. 

In  order  to  help  meet  the  emerging  need  for  public  school  personnel 
trained  in  project  management,  Research  for  Better  Schools,  Inc.,  of 
Philadelphia,  Pennsylvania  has  developed  self- instructional  materials  in 
the  area  of  educational  project  management  called  t,he  Educational  Project 
Management  Instructional  System  (EPM1S) . 

The  seven  modules  and  supplementary  materials  of  EPMIS  are  described 

below: 

a*    Executive  Orientation.    This  module  is  designed  to  introduce 
top-level  administration  to  the  concepts  of  project,  management,  and 
project  management.    Topics  .such  as  the  advantages  and  limitations  of 
project  management,  and  the  requirements  and  organization  of  a  project 
management  system  in  a  local  education  agency  fLEA)  are  emphasized. 

b.    Basic  Principles  and  Techniques  of  Project  Management.  This 
module  is  designed  for  acting  or  potential  project  directors  in  a  local 
school  district  and  covers  the  four  major  phases  of- project  management: 
project  planning,  implementation,  monitoring  and  control,  and  termination. 
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c.  Propos a  1  pe ve lopmer.t .    This  module  is  designed  to  assist  local 
school  district  personnel  in  the  development  of  project  proposals  and 
covers  such  topics  as  translating  .an  idea  into  a.  proposal,  proposal,  for- 
mats, and  application  procedures  for  funding  and  contractual  arrangements , 

d.  Organizing  a  Project  Management  System.    This  module  is  designed 
to  assist  local  school  district  personnel  in  analyzing  their  current 
project  status  through  a  specially  developed  questionnaire  and  developing 
an  organizational  structure  and  procedures  handbook  for  implementing  a 
project,  management  system. 

c.    "Pevelopii i;1,  a  Project  Management  Jnservice  Training  Program. 
This  module  is  designed  to  assist  local  school  district  personnel  in 
developing  and  maintaining  an  inservice  training  program  for  project 
support;  personnel. 

*•    Hevej  op  inn  a  Project  Management  Self -Evaluation  System.  Tnis 
module  is  designed  to  help  local  school  district  personnel  in  developing 
and  maintaining  an  evaluation  program  to  assess  the  effectiveness  of 
their  project:  management  system. 

8-    Contingency  Analysis  and  Planning.    Tnis  module  is  designed  to 
assist,  local  school  district  personnel  in  the  anal>3is  of  project  plans 
with  the  purpose  of  anticipating  and  dealing  with  potential  problems  and 
deviations  from  a  plan. 

h  •    Supp  1  en-en t  ary  Mat  eri  a  I s . 

(1)  .    Case  simulation  on  project  management  designed  for  use 

either  independently  or  in  conjunction  with  the  Basic 
Principles  and  Techniques  of  Project.  Management  module. 

(2)  .    Pilms  relating  to  project  management. 
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(3).    Mini-packages  on  topics  of  special  interest. 
If  you  desire  more  information  regarding  these  materials,  write  to: 

Research  for  Better  Schools,  Incv 

Suite  1700  *< 

1700  Market  Street  ; 

Philadelphia,  Pennsylvania  191C3 
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C.    MODULE  DESCRIPTION 

1.    Module  Goals 

.  The  purpose  of  this  instructional  module  is  to  provide  current  or 
potential  project  directors  with  the  basic  knowledge,  skills,  abilities 
and  sensitivities  needed  to  manage  a  project  in  the  local  educational 
setting..  •The' module  provides  instruction  in  the  project  management 
areas  of  planning,  preparation ,  "control ,  and  termination.  '  Hie  goals  of 
the  module  are  listed  below. 

In  planning ,  the  student  should  be  able  to  do  the  following: 
Define  a  project  and  create  a  work  breakdown  structure. 
Develop  a  work  flow. 

Estimate  time  for  work  activities  and  .develop  a  schedule. 

Tic**- mn4-r\   ^ennrroc    ^porl^rl  fc 

*         *  *  *  * 

Estimate  cost  and  develop  a  budget  and  expenditure  plan.* 

In  preparation,  the  student  should  he  able  to  do  the  following: 

Start-up  a  project. 

Organize  a  project. 

Create  a  management  information  system.     '  - 
' In 'control,  the  student  should  be  able  to  do  the  following: 

Develop  a  reporting  system. 
' Identify  problems  and  their  causes. 

Solve  problems  through  decision  making. 

Implement  the  decisions  made. 

In  termination,  the  student  should  be  able  to  do  the  following: 
Terminate  a  project. 

12 
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'    The  specific  objectives  derived  from  the  above  goals  arc  identified 
for  each  lesson  in  the  module   and  are  included  in  the  introductory  section 
of  the  lessons. 
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2 .    Module  kleffi_nfcs 

Module  2— Basic  Principles  and  Techniques  of  Project  Management 
consists  of  twelve  self- instructional,  individualized  and  audio -visually 
presented  lessons,  management  instructions  and  evaluation  instruments. 
Each  lesson  in  the  module  contains  an  introduction,  the  lesson  presenta- 
tion, exercises,  exercise  solutions,  management  instructions,  additional 
examples,  reading  references  and  evaluation  instruments.    The  lessons 
are  grouped  into  four. phases  according  to  the- lifespan  of  a  project.'  A 
description  of  the  content  presentation  of  each  lesson  follows  in  abstract 
form. 

Introduction 

Lesson  1-- Introduction  to  Project  Managvment 

An  orientation  to  the  module  is  provided  by  identifying  the  lessons 
connected  with  the  four  phases  of  the  life  cycle  of  a  project.    The  com- 
ponents constituting  the  lessons  are  described  and  the  term  "project  is 
defined  and  described  in  scr.£  detail.    Project  management  is  explained 
and  the  functions  of  management  are  described.    The  role  and  some  of  the 
duties  of  a  project  manager  are  identified.  t 

Project  Planning  Phase 

Lesson  2- -Project  Definition 

Project  definition  is  the  activity  concerned  with  describing  a 
project.    This  activity  involves  specifying  a  project  boundary  and  iden- 
tifying those  features'  of  an  educational  problem  area  of  concern  which 
are  to'bc  dealt  v/Ltn  by  the  project.    The  description  includes  all  the 
statements  of  objectives  which  are  intrinsic  to  the  activity  being  developed 
and  explains  the  broad  to  specific  nature  of  the  various  .statements. 

Lesson  3- -Developing  a  Work  Plow 

The  concept  of  work  flow  is  defined  and  its  relationship  to  the 
overall  proiect  planning  phase  established.    Basic  principles  of  con- 
struction and  comuonlv  used  sv.nbol.s  are  represented,    limphasis  is  given 
to  the  use  of  ev«^u-oviv\*\trd  and  activity -oriented  network  diagrams  or 
charts  as  a  means  of  showing  the  sequence  and  logical  order  in  which 
project  tasks  identified  In"  the  work  Weakdown  jitiretuio  or  project  defi- 
nition step  must  hi'  accomplished.    V.v?  importance  of  the  graphical,  repre- 
sentation as  a  loj.icjl  tool,  a  co'.wuni cation  device,  and  a  means  of 
project  control  are  cited. 


Lesson  4- -Time  Estimation 


Time  estimation  is  an  attempt  to  determine  the  length  of  time  needed 
by  a  skilled  person  to  accomplish  the  task  assuming  availability  of  equip- 
ment and  resources.    The  time  estimation  is  the  amounr  of  time  it  takes  to 
complete  the  tasks,  especially  the  longest  time  path  of  the  work  flow, 
called  the  critical  path.    Time  estimation  utilizes  units  of  time  (e.g., 
weeks,  days,  etc.)  and  includes  the  most  likely,  pessimistic,  and  opti- 
mistic times  needed  to  complete  the  project. 

Lesson  5--Rcsource  Estimation  and .Scheduling 

Resource  estimation  is  the  process  of  determining  the  various  types 
or  categories  of  resources  needed  to  accomplish  the  various  tasks  or 
activities  in  the  project.    Resources  are  generally  of  four  types—per- 
sonnel, equipment  and  materials,  services,  and  travel.    Effective  project 
management  requires  that  the  resources  be  allocated  in  such  a  manner  to 
provide  for  a  smooth  flow  of  work.    The  use  of  modified  bar  charts  pro- 
vides a  convenient  way  of 'not  only  determining  resource    needs  for  a 
particular  task  but  also  provides  a  means  for  efficient  allocation.  The 
process  of  project  scheduling  is  highly  related  to  the  careful  determina- 
tion of  resource  needs  and  their  proper  allocation  among  the  tasks  during 
the  course  of  the  project. 

Lesson  6- -Cost  Estimates  and  Budgets 

Co^t  estimation  is  the  determination  of  the  amounr  of  money  needed 
for  a  work  unit  and  for  the  total  project.    The  budget  is  the  plan  for 
expending  project  resources.    Budgeting  involves  the  determination  of 
both  direct  and  indirect,  costs'.    Typical  budget  categories  are  personnel 
salaries,  wages,,  and  benefits;  equipment,  materials  and  supplies,  travel, 
contracted  servies,  and  indirect  costs.    'Die  resource  commonality  table 
or  "shopping  list"  is  the  basic  document  used  in  estimating  costs  and 
budgeting. 

Project  Preparation  Phase 

Lesson  7- -Project.  Start-Up 

Project  start-up  focuses  upon  the  activities  involved  in  preparing 
to  put  a  project  into  operation.-  A  project  start-up  plan  should  be 
developed.    It  should  cover  proposal  and  contract  review,  project  manager 
appointment ,  personnel  recruitment,  equipment  and  material  acquisition, 
space  and  facilities  acquisi ti.on,  and  project  handbook  development.  Care- 
ful planning  and  preparation  at  this  stage  can  prevent  many  problems  and 
delays  in  project  operations. 

Lesson  8- -Project  Information  System 

Developing  a  project  information  system  is  an  early  activity  iiv 
managing  a  project.    This  information  system  includes  a  ]  roject  data 
base,  organizational  charts  and  documents,  and  a  procedures  handbook. 


5 


Work  sheets  of  schedule,  cost,  and  performance  ore  inputs  to  the  data 
base-as  well  as  information  from  the  proposal  plan  document  and  the 
negotiated  contract.    Task  assignments,  responsibility  appointments, 
and  updated  progress  of  work  are  inputs  to  the  information  system; 
reports  to  other  organizations  are  outputs  of  the  information  system. 

Project  Operational  Control  Phase  ' 

Lesson  9- -Project  Operations- -Monitoring  and  Control 

Problem  identification  through  management  reports  is  the  first  step 
in  the  thrr,e-step,  problem- solving  process  called  control.    Problem  iden- 
tification is  dependent  upon  a  reporting  system  which  provides  informa- 
tion on  the  past,  present,  and  projected  status  of  the  project,  work  effort.. 
Deviations  between  the  planned    situation  and  the  actual  situation  repre- 
sent management  problems.    Deviations  are  discovered  by  making  time,  cost, 
and  performance  measurements  and  specified  points  in  the  life  of  a  project. 

Lesson  10- -Problem- Solving  Through  Management  Action 

The  solution  of  a  problem  which  occurs  during  the  operation  of  a 
project,  involves  the  determination  of  the  cause  of  the  problem,  the  gen- 
eration of  alternative  solutions,  and  the  selection  of  a  "best"  solution. 
The  selection  of  a  "best"  solution  is  facilitated  by  the  analysis  of  each 
alternative  on  the  basis  of  project  "needs"  and  "likes".    The  analysis  of 
an  alternative  involves  a  go/no  go  evaluation  for  each  "need"  and  the 
assignment  of  a  weight  for  each  "like." 

Lesson  1 1 -- Implementing  Changes  in.  Project  Operations 

After  selecting  action  to  be  taken  to  solve  a  problem,  it  is  neces- 
sary to  implement  it.    Such  action  must  plan  for  consequences,  and  include 
controls,  report  Liu.',  nrocedures,  and  detailed  staff  instructions.  Informa- 
tion must  be  provided  to  management  about  the  changes  made.    The  decision 
must  be  monitored,  to  be  sure  it  is  working  smoothly. 

Project  Termination  Phase 

Lesson  12- -Project  Termination 

When  near  in-;  the  end  of  a  project  the  project  manager  initiates  the 
activities  of  closing  out  the  project.    A  plan  "for  these  termination  activi- 
ties is  required  and  includes  the  project  final  report,  the  project  history 
report,  disposition  of  facilities,  equipment  and  supplies,  location  and 
reassignment  of  personnel,  sorting  and  disposition  of  project  records,  and 
final  financial  accounting. 
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3.    Module  Materials 
Matejri als_  Needed 

The  materials  that  ire  needed  for  this  module  are  the  following  items: 
a»    Module  Manual 

b.  Twelve  (12)  lesson  booklets  for  each  individual,  one  booklet  for 
each  lesson 

c.  Twelve  (12)  seis  of  color  slides,  one  set  for  each  lesson 

d.  Twelve  (12)  audio  cassette  tapes,  one  tape  jor  each  lesson 

Since  project  management  concepts  arc  presented  in  an  audio- visual 
format  you  will  need  the  following  equipment  in  order  to  complete  the 
lessons. 

a.    Cassette  tarn:  recorder  or  player  for  the  tapes  provided 
b-    Carousel  slide  projector  for  the  slides  provided 

c.  Viewing  screen  on  which  to  project  the  slide  images 

d.  Pencil  to  work  the  exorcises 

e«    Ruler  or  straight  edge  for  some  of  the  exercises 

If  the  are  unfamiliar  with  the  necessary  equipment,  you  should  contact 
your  schoo]  district's  audio-visual  section  for  instructions  on  the  use  of 
cassette  tape  pi  avers  and  carousel  slide  projectors.    If  the  local  school 
district  does  not' have  an  audio-visual,  section  then  you  could  ask  a  fellow 
collague  or  local  rcurchundizcr  familiar  with  the  necessary  equipment  to 
aid  you. 

Supj)  1  emei  \  t  a  ry  Ma  ten  a  1  s 
Simulation 

A  case  simulation  activity  has  been  desi.encJ  to  accompany  this  module. 
Vor  better  results  it  should  be  used  in  conjunction  with  the  lessons  in 
each  phase.    'Hie  simulation  and  additional  items  of  materials  listed  pre- 
viously can  be  obtained  from  Research  for  Better  Schools,  Inc.,  Phi lade lph 
Pennsylvania. 

Reference  Books 

Four  books  have  been  identified  as  the  basic,  reference  texts  for  this 
module.    These  book*  are  referenced  in  the  lessons  by  chapters  for  addi- 
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tional  information  on  the  topics  covered  by  the  lessons.    Of  the  four 
books,  one  has  been  designated  as  the  primary  reference  book.    It  is 
the  only  book  written  specifically  on  project  management  in  the  field 
of  education,    'Hie  others  are  more  global  or  concerned  with  other  fields 
but  still  hnve  much  to  offer  to  the  field  of  education.    The  nrimarv 
reference  test  is  entitled  J-ducational  Project  Management  bv  Desmond  I . 
Cook.   ' 

The  student  may  wish  to  obtain  or  purchase  one  or  more  of  these 
books  for  use  while  working  through  the  module.    The  books  are  listed  . 
below. 

Ideational  Project  -Management.    Desmond  L.  Cook,  Columbus,  Ohio: 
Charles  E.  Merrill,  197T. 

Network-Based  Management  Systems ,  R.  D.  Archibald  and  R.  I.  Yilloria, 
New  York: John  Wiley  and  Sons,  1967. 

Proj ect  Management ,  J.  S.  Baumgartner,  Homewood,  111.:    Richard  D. 
Irwin,  Inc.,  1963. 

Planning  by  Network.  H.  S.  Woodgate,  New  York:    Brandon  Svs terns 
Press,  1967. 

Glossary  • 

A  glossary  of  terms  relevant  to  educational  project  management  is 
included  as  the  last  section  of  this  manual.  It  is* provided" for  vour 
reference  and  use  during  the  moduje  instruction.  '  • 
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4.    Student  Flow  Through  the  Module 

Die  purpose  of  this  section  is  to -describe  briefly  the  several 
steps  which  you  will  take  in.  moving  through  this  instructional  module. 
Various  pages  of  the  module  have  been  color-coded  to  help  you  identify 
them  more  easily. 

The  first  item  you  encountered  was  that  part,  of  the  manual  which 
described  the  general  nature  of  the  module.    After  reading  this  section,.  ? 
you  will  be  directed  to  complete  a  Student  Information  Form  (blue)  which 
pro/ides  the  module  developers  with  data  to  help  identify  the  population 

using  the\ materials.    The  form  is  not  used  to  identify  individuals. 

/ 

Upon  completing  the  information  form,  you  are  then  directed  to 
begin  Lesson  1  which  contains  an  inventory  of  project  management  tasks. 
Based, upon  your  inventory  profile,  you  may  option  to  skip  certain  lessons 
of  the  module.    The  usual  procedure,  however,  is  to  work  sequentially 
through  all  of  the  lessons. 

After  completing  Lesson  1,  you  will  begin  instruction  in  the  four 
phases  of  project,  management  by  working  Lessons  2  through  Q  which  focus 
upon  the  planning  process.    Upon  the  completion  of  Lesson  6,  you  will  be 
directed  to  take  a  phase  test  dunk).    You  score  the  test  by  referring 
to  the  answers  provided  in  the  second  part  of  the  Module  Manual.  Your 
phase  test  answer  sheet  is  to  be  mailed  to  the  agency  distributing  these 
materials  for  the  purpose  of  revising  and  improving  the  module. 

After  scoring  and  mailing  the  phase  test,  you  may  choose  to  work 
the  first  phase  of  an  optional  simulation  if  you  have  decided  to  use  the 
simulation.    If  not,  you  will  nua-e  directly  to  instruction  In  the  prepa'ra 
tion  phase  of  project  management,  by  completing  Lessons  7  and  8.    You  will 
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then  be  directed  to  complete,  score,  and  mail  a  second  phase  test.  At 
this  point  'you  may  choose  to  work  the  second  phase  of  the  simulation  or 
move  directly  to  instruction  in  the  operational  control  phase  of  project 
management.   Upon  completing  Lessons  9,  10,  and  11  you  will  again  take, 
score,  and  mail  a  phase  test  and  have  the  option  of  working  the  third 
phase  of  the  simulation.   Normally,  you  will  then  move  directly  to  Lesson 
12  which  constitutes  instruction  in  the  termination  phase  of  project  man- 
agement.  After  completing  Lesson  12,  you  will  be ■  directed  to  take,  score 
and  mail  the  last  phase  test  and  then  choose  to  work  the  fourth  phase  of 
the  simulation. 

You  will  then  complete  the  N|pdule  Quality.  Control  Form  (blue) 
found  in  the  second  part  of  the  Module  Manual.    This  form  provides  infor- 
mation for  the  revision  and  improvement  of  the  -  module  as  a  whole.  When 
you  have  done  this,  the  module  will  be  completed.    The  fJ.ow  chart  on  the 
next  page  graphically  illustrates  the  flow  of  work  through  the  module. 
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5.   Student  Plow  Through  a  Lesson 

?     The  general  steps  in  working  through  an  individual  lesson  are  pretty 
much  the  same  for  all  lessons.    The  purpose  of  this  section  is  to  describe 
briefly  the  se/eral  steps  which  you  will  carry  out  in  completing  the 
typical  lesson  in  this  module.    Various  sections  of  the  lesson  have  been 
color-coded  to  help  you  identify  them  more  easily. 

The  first  item  you  will  encountero  is  an  Introduction  to  the  Lesson 
which  specifies  such  items  as  materials  needed,  time  length,  and  similar 
items.   After  reading  that  page,  you  will  then  be  directed  to  a  section 

< 

which  gives  an  overview  of  the  lesson  plus  the  lesson  general  and  specific 
objectives.   Upon  the  completion  of  the  reading  of  this  overview  and 

a-* 

studying  the  objectives,  you  will  then  proceed  to  take  a  pretest  (pink) 

«  t. 

over  the -lesson  content.   Upon completing  the  pretest,  you  are  then 
directed  to  a  page  which  gives  the  correct  answers  plus  suggested  options 
for  you  to  follow  depending  upon  your  performance  on.  the  test. 

The  normal  procedure  would  then  be  for  you  to  proceed  to  a  section 
presenting  a  Lesson  Abstract  and.  Content  Outline.    After  reading  the  Lesson 
Abstract  and  Content  Outline,  you  will  be  directed  to  a  page  giving  instruc 
tions  on  how  to  set  up    the  materials  for  the  lesson  content  presentation.. 
You  can,  however,  move  immediately  to  the  practice  exercises  if  your  pre- 
" test  performance  was  satisfactory. 

After  completing  the  content  presentation,  you  are  directed  to  a 
single  exercise  or  a  series  of  exercises  (green)  in  which  you  can  practice 
your  new  knowledge  and  skills.    For  each  exercise,  correct  or  suggested 
solutions  are  presented  so  you  can  evaluate  your  own  performance. 


v. 
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\jpon  completion  of  the  last  exercise,  you  judge  your  own  performance. 

Several  options  are  then  suggested  to  you  il  you  judge  your  performance  to 
be  unsatisfactory.    Upon  satisfying  yourself  with  regard  to  your  competency 
to  perform  the  tasks,  you  will  normally  then  be  directed  to  take  a  post- 
test  (pink).    After  grading  your  post- test,  ypu°are  directed  to' several 
individualizing  options  depending  upon  the  correctness  of  your 'answers . 

For  example,  you  might  move  to  additional  examples  for  study,  to  reading 

i 
\ 

reference  materials  (yellow)  for  additional  reading,  or  you  may  even 
rework  some  of  the  exercises. 

After  completing  the  post-test  and  the  suggested  options3,  your  last 
activity  will  be  to  complete  a  Lesson  Quality  Control  Form  (blue)  which 
provides  infomtation  for  the  revision  and  improvement  of  the  lesson.  You 
are  requested  to  return  the  form  to  the  agency  from  which  you  secured  the 
manual.  When  you  have  done  this,  the  lesson -will  be  completed.  The  flow 
chart  on  the  next  page  graphically  illustrates  the  flow  of  work  through  a 
lesson".  .  * 
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Figure  2.    Student  Flow  Through  a  Lesson 


6.    Suggestions  for  Group  Use 

This  module  is  designed  to  be  self- instructional.    That  is,  an 
individual  *learncr  . can  wprk  through  the  materials  independent  of  anyone 
else.    However,  these  instructional  materials  can  be  adapted  for  use  by 
a.  group  of  learners.    If  you  use  these  materials  in  a  group  setting,  it 
is  suggested  that  you  follow  the  recommendations  below* 
I#ui£ment  Neefe 

Before  starting  the  module-,  you  may  wish  to  obtain  the  following 
items  in  addition  to  the  equipment  needed  for  lesson  presentation. 
A.    Chalkboard,  chalk,  and  pointer 

6.    Overhead  projector,  clear  overlays,  and  grease  pencils 
.    C.    Tables  and  chairs 
Grou£  Directions 

The  group  leader  should: 

1.  Provide  each  learner  with  a  module  manual,  the* twelve  lessdn 
booklets.    Also  provide  each  learner  with  the  Simulation  Manual,  the 
Setting  Manual,  and ^tfhe  four  phase  problem  booklets  if  it  is  to  be 
included. 

2.  Have  each  learner  read  and  complete  the  Module  Manual  and  the. 
introductory  sections  of  each  lesson. 

3.  Bring  the  group  of  learners  together  for  the  slide-tape  presen- 
tation of  each  lesson, 

'4.    Have  each  learner  complete  the  exercises  in  eaJh  lesson. 
5.    Bring  the  group  together  for  a  discussion  of  the  problems  the 
learners  encounter  an  working  the  lessons. 
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6.  At  the  conclusion  of  the  group  discussion,  direct  everyone  to 
complete  the  Lesson  Quality  Control  Form  in  their  lesson  booklet  before 

proceeding  to  the  next  lesson. 

7.  At  the  end  of  each' phase,  direct  everyone  to  complete  the  

phase  tests. 

8.  After  completing  the  Planning  Phase  Test  distribute  the  Simula- 
tion Manual,  Setting  Manual  and  the  Phase  I  simulation  problem.  Have  the 
learners  read  the  materials.   Distribute  the  other  simulation  problems 

at  the  appropriate  times. 

9.  Bring  the  group  together  to  discuss  the  solution  to  the  problem. 

If  the  group  is  large,  form  into  smaller  groups  of  four  or  five  people  

pnd  then  have  the  larger  group  discuss  -the  solutions  of  the  smaller  groups. 
Group  leaders  may  find  it  desirable  to  summarize  discussion  points  on  a 
chalk  board  or  screen  with  an  overhead  projector  as  the  group  attempts  to 
obtain  consensus  of  opinion  on  the  questions. 

10.  Compare  the  group  solution  to  the  form  provided  to-  see  if  all 
appropriate  points  were  considered. 

11.  Complete  all  of  the  lessons  and  simulation  problems. 

12.  Follow  the  Lesson  and  Module  Termination  Instructions  and  mnil 
the  appropriate  forms  as  a  group. 


16 


D.    MODULE  DIRECTIONS  AND  FORMS 


1.    Starting  Instructions 


ViieEtion&:  StaAt  the.  inttAuctional  posit  o&  tlie module,  by  completing 
thejfstiudent  InlomaXion  Tom  on  tlie.  next  page. 

Ji  you  one  completing  the.  module.  uiiXh  a  gioup  wait  iox 
dincctionk  l>iom  tlie  qioup  leadeA. 
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•  2.  Student  Information  Form  (Module  2) 


Vikartiov*'.   Pleate.  take,  time  to  caAe^uUy  anaweA  the.  teem*  below.  WhaXz 

the.  lo&t  touA  dialtt>  o£  youJi  Social  Se.cwOty  vwmbeJi  on  the  Une.  below 

60  that  the  page*  can  be.  Utnti£led  In  the  event  the.y  become  &epaAate.d__ 


Thank  you  ion  youA  aA&<Utance.. 


1.     What  is  the  title  of  your  present  position?    (If  graduate  student, 
indicate  most  recent  full-time  position) 


2.     List  three  primary  duties  of  your  present  position  (If  graduate  student, 
indicate  duties  of  most  recent  position) . 

a*  „  — — 

b. 


c. 

3.  Have  you  completed  any  formal  courses  in  management  or  project  management? 

QYes  C]No 

4.  If  yes,  briefly  describe  the  content  of  these  courses? 


ERIC 


5.     Have  you  had  any  previous  practical  experience  utilizing  project 
management  techniques?  (For  example,  in  federally  funded  projects). 

a.   No,  such  experience 

b .  Yes ,  have  managed  projects  myself 

c.  Yes,  have  worked  on  projects  which  used  it 

d.  Other  (Describe) 

*  JO  ^ 
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Vill  in  the  lent  $ouk  digit*  oi  youK  Social  Security  numbeA_ 


6.     How  long  have  you  been  associated  with  these  projects? 

QLess  than  2  years  D6"9  years 

Q  3-5,  years  *  □  10  years  or  more 


Direction*     You.  are  novo  ready  to  begin  the 
twelve  luton*  oi  the  Batic  Principle*  and 
Technique*  o$  Project  Management  Module. 
find  the  booklet  entitled  LeA*on  I  — 
Introduction  to  Project- Management  and 
begin  leading  the  introductory  section*. 
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STOP  !   You  may  have  gone  too  far. 


This  page  indicates  that  the  lessons  and  the  simulation  activities 
i  here  in  the  mobile  $?<\"mr»     Tf  you  are  rrmfiised,  spfi- 
the  section  entitled  "Student  Flow  Through  the  Module." 


The  next  section  in  this  manual  contains  the  correct  answers  to 
the  four  phase  tests. 

You  should  complete  the :  . 
Project  Planning  Phase  test  after  Lesson  6, 
Project  Preparation  Phase  test  after  Lesson  8, 
Operational  Control  Phase  test  after  Lesson  11, 
Project  Termination  Phase  test  after  Lesson  12. 


» 
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3.    Phase  Test  Answers 


The  correct  answers  to  the  four  phase  tests  appear  in  this  section. 
After  conpleting  each  phase  test,  compare  your  answers  to  the  correct 
answers  provided.    If  you  feel  that  you  did  not  achieve  at  the  level 
you  desired  you  might  review  the  lessons  associated  with  that  phase. 


i 
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Answer  Sheet 
for 

Project  Planning  Phase 


1. 

0 

B 

C 

D 

2. 

A 

8 

©. 

D 

4 

3. 

A 

B 

D 

4. 

A 

B 

© 

D 

5- 

A 

"b 

D  ~ 

6. 

A 

® 

C 

D" 

7. 

A 

B 

D 

8. 

A 

(?) 

c 

D 

9. 

A 

B 

D 

10. 

A 

B 

D 

11. 

A 

B 

© 

12. 

A 

B 

C 

® 

13. 

® 

B 

C 

0 

14. 

® 

B 

c 

D 

15. 

® 

B 

c  , 

D 

16. 

® 

B 

c 

D 

17. 

A 

B 

© 

D 

18. 

A 

® 

c 

D 

19. 

A 

B 

©. 

D 

20. 

A 

(D 

c 

•  D 

VAAtctioni :    kite*,  composting  your  answers  and  Acuta  lying  any  apprehensions 
you  have.,you  should  locate,  the.  lesson  booklet  and  read  the.  Introductory 
page.. ol- the.  next  lesson  In  the.  sequence,  lesson  I—Project  Start-Up, 

X{  you  are.  Including  the.  simulation  materials  as  part  oi  the 
Instruction  oi  the.  module,  twin  to  the.  Simulation  Manual  and  work  the.  sim- 
ulation problem  Phase.  J --Planning  a  Project, 


V 
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Answer  Sheet 
for " 

Project  Preparation  Phase 


1.  '  a  ®  c   d  _   ..  n_.  _AJ®„ 

2.  A  B   (C)   D          ..'  12.    A  ®    C  D 

3.  A  B     C  (B)                     '  13.    A     B   ©  D 

4.  A  B     C   ©  14.  ®   B     C  D 


5.  (A)    B  C  D  15.  (a)  BCD 

6.  (A)    B  C  D  .    16.    A     B   ©  D 

7.  A   @  C  D  '                                       17.   ABC  D 

8.  (A)    B  C  D  18.  ®    B     C  D 

9.  (A,  B  C  D  19.  Q)  BCD 
10.    A   (i)  C  D  20.    A   ®    C  D 


P^Aectconi:    A|(teA.  compo^tng  i/cot.  anMOeM  and  satis  hying  any  appiehzn- 
sions  you  have^you  should  locate,  the.  Izsson  booklU  and  fiexid  the.  A.nVio- 
ductoKy  pagz  oh  thz  ntxZ  lesson  in  thz  sequence.,  Lesson  9—?Koblem 
Identification  Tlwugh  Management  Re.ponts. 

»  '  x ^  you  ate  including  the  simulation  materials  ah  paKt  oh 
thz  instruction  o]  thz  module.,  Win  to  the.  Simulation  Manual  and  vjonk 
thz  simulation  problem  Vhasz  U—Projzct  VtizpoAatLon.  
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Answer  Sheet 
for 

Operational  Control  Phase 


1.    A  (5)  C 

D 

11. 

A  ® 

C 

D 

2~A     B  © 

D 

.  12. 

A  "  B 

,c 

® 

3.  ®    B  C 

D 

13. 

A  © 

c 

D 

4.  ®    B  C 

D 

14. 

A  B 

© 

D 

5.    A   ©  C 

D 

15. 

A  © 

D 

6.  ®    B  C 

D 

16. 

©  B 

c 

D 

7.    A'   B  © 

D 

17. 

A  © 

c 

D 

8.    A     B  © 

D 

18. 

A  © 

c 

D 

9.    A     B  C 

19. 

A  .  B. 

c 

© 

10.  .    0  C 

D 

.  .20. 

©  B 

c 

D 

-2. 


-VlAectionSi    A^te*.  comparing  youk  ansvoeM  and  satti  tying  any  appx.eke.n- 
hlom>  you  have.,  you  should  locate  the:  lesson  booklet  and  Head  the  Intno- 
ductoAy  page  oi  the  next  lesson  in  the  sequence,  Lesson  \Z--Vhoject 
TeAmlnatlon. 

J (  you  one  Including  the  simulation  materUals  cu>  pant  oi 
the  instruction  oi  the  module,  Win  to  the  Simulation  Manual  and  Mhk 

the  simulation  problem  Phase  Tll—Con&iolZing  a  Pioject.  

—  ■< 
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Answer  Sheet 
for 

Project  Termination  Phase 


1.    A     B     C  ®  11.  (A)   B  .C 


D 


2.    A     B     C   (5)  12.  00   B     C  D 


3.  A     B    ©   D  13.  A  ®   C  D 

4.  ®    B     C     D  14.  ®    B     C "  D 

5.  (A)    B     C     D  15.  (X)  BCD 

6.  A   ©    C     D  16.  A   ®    C  D 

7.  A     B  -  C.®  17.  A     B     C  ® 

8.  @    B     C     D                                          ,  18.  A     B   ©  .  D 

9.  ®  BCD  19.  (A)  B  C  D 
10.    A   ®   C  D 


Qixictions:   A$teA  comparing  you*  ant>u)eM  and  satisiyina  any  appJieh&n- 
sions  you  nave.,   turn    to  the.  next  page,  and  complete,  the.  Module.  Quality. 
Contfuol  Votun. 

Itf  you.  axe.  Including  the.  simulation  matenJJals  ah  paKt  oi 
the.  in&tAJuction  o]  the.  module.,  twin  to  the.  Simulation  Manual  and  wnk 
the.  simulation  problem  Phase.  Ingeminating  a  Project;   


37 


25 

4.  Module  Quality  Control  Form 

♦ 


04  4peeZ£tc  and  thorough,  (/<yi,  can  b 
Ion  Ktvi&lng  and  ItnpMvlng  the.  module., 

Vleja&e.  mjX^the,  la&t  bouA  digit*  oi  t 
line,  below  to  that  the.  page*  can  be.  4 
.  hvpoJuiteA                         •  j 

Thank  you  ioK  youx  aA&<Utane.e.. 

tatty  anhvoeK  the,  item  below.  Be 

i  pnovMlng  commzntA  and  tuggeAtiont,  . 

jouji  Social  Se.cuAlty  numbeA  on  the 
tzntliUd  in  the.  even*  thty  become 

• 

1.     Indicate  your  overall  impress  ioi^ 
D  Excellent      Qvery  good 

of  the  quality  of  this  module?  , 

^□Good          OFair  DPoor 

\ 

2.      What  is  the  most  positive  aspect \  of  this  module? 


3.      What  is  the  most  negative  aspect  of  this  module? 


4.      What  suggestions  do  you  have  for  correcting  or  improving  this 
negative  aspect? 


5.       How  well  are  the  lessons  organized  and  sequenced? 

□  Excellently    □  Very  well       Qwell        □  Fairly  well  QPoorly 
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,  nil  In  the  lut  iouJi  OjJ  youA  Social  StcunUy  numbeA_  __. 

•>  ,   . 

6..    How  difficult  is  the  module? 

Q  Very'  difficult  □Difficult 

» 

QMod^tel^r  difficult  Q  Somewhat  difficult 

Q  Rather  easy 

7.  What  is  your  impress ion  of  the  quality  of  the  module  manual? 

k       ■    □  Excellent      □  Very  good        QGood         QFair  □Poor 

8.  For  how  many  lessons  did  you  view  the  slide/ tape  presentation? 

□  None   '..        Dl3  □  4-6  □  7-9       □  10-12 

9.  Indicate  how  helpful  the  slide/tape  presentations  were  in  the  in- 
structional process  for  the  lessons  that  you  viewed  them? 

□  Extremely  helpful  Q Quite  helpful 

□  Very,  helpful  □  Somewhat  helpful 

□  Not  helpful 


TuAn  the  page  and  fallow  the,  Tcnmtiiation 
Tn6tn.acJU.on6 . 
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5.   Termination  Instructions 

.  — 4  ' 
ip'"'       '        -f  —  '  ■   ■  -   — — -  1  — 

Upon  completion  o$  the.  Module.  Quality  Co'ntnol  FoAm,  pleMU 

J,,    leak  out  the  {oJUovoing  Item  ii  you  have,  not  already  done.  40. 

a.    Tfie  blue  Student  Information  form, 

6i    The  fa£ae  Module  Quality  Control  form, 

p.    The  g-teew  Project  Management  Inventory  Sumnwiy  Sheet  {nam 
LeAAon  1, 

d.  The.  twelve,  blue.  Lesson  Quality  Control  ¥onm6t  and 

e.  The.  iquJi  pink  'pha&e.  tebt  anpmji  hhieti* 

2.  Staple,  them  together  tone,  packet  o&  iofou  ion.  each  student). 

3.  Place  the.  fomi  in  the.  special  envelope,  provided. 

4.  MaU  the  envHope.  to:   ReAeaAeh  ion  BetteA.  School* ,  Inc. 

,    Suite.  1100 

1100  Market  Street 
Philadelphia,  Pennsylvania  19103 


You  have  now  completed  the  Basic  Principles  an<d  Techniques  of 
.Project  Management  Module  of  the  Educational  Project  Management  Instruc- 
tion System  (EPMIS).    If  you  desire  more  information  about  EPMIS,  turn 
to  the  preface  of  this  Module  Manual  and/or  write  to  the  address  shown 
above. 
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E.   Glossary  of  Project  Management  Terms 


ACTION,  ALTERNATE  COURSE  OF  (ALTERNATIVE)  - 

A  proposed  management  action  that  may, be  selected  for  implemen- 
•tatio^to  corretft  a  deviation. 

ACTION,  .CORRECTIVE  -  ..      ,  •     \  ,  '  '  - 

Management  action  that  can  be  implemented  to  correct  the  cause 
of  a  deviation. 

*  •  * 

ACTION,  ADAPTIVE  - 

Management  action  that  can  be  implemented  to  minimize  the  feffect 
of  a  course  of  action  if  the  cause  cannot  be  corrected.  v 

ADMINISTRATION  -  '  • 

A, 

A  process  involving  the  execution  of  management  decisions  within 
an  organizational  >c*umework  utilizing  pre-established  rules  for  decision 
making.        ^  0    s  •  .  * 

ANALYSIS  - 

The  process  of  breaking  a  total  into  its  constituent  parts  and 
examining  these  parts  to  determine  their  nature,  proportion,  function, 
and  interrelationships. 

ANALYSIS,  POTENTIAL  PROBLEM  -  •  '  ~ 

The  analysis  of  problems  that  may  occur  when  a  selected  course 
of  action  is  implemented.    It  involves  identifying  potential  problems, 
determining  their  possible  cause  and  the  probability  of  its  occurrence, 
determining  the  action  to  prevent  the  cause  or  to  minimize  its  effect, 
and  developing  a  procedure  for  handling  the  most  serious  problems  if 
they  occur. 

authority  - 

The  right  to  act,  to  make  decisions,  or  to  coirmand  others. 

BUDGET  i 

-  The  expression  in  financial,  terms  of  management  plans  for  funding 
a  project  over  a  specific  time  period. 
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£ASB-SIMULATIGN  -        o         "  '  V 

An  exercise  developed  from  or  expressing,  an  actual  condition 
which  is  used  to  illustrate,  practice,  or  reinforce  learned  principles 
and. skills. 

CONSEQUENCES  -  . 

The 'negative  effects  of  implementing  a  given  course  of  action. 
They  should  be  identified  and  the  probability  of  their  occurrence  should 
be  determined  before  fully  accepting  a  given  course  of  action; 

CONTROL  -  ' 

-  Basically  a  problem-solving  process  involving  three  steps— problem 
identification,  problem  solution  and  solution  implementation;  in  project 
management  terms,  deviation  identification  and  analysis,-  decision-making 
through  alternative  creation ;  and  selection  atid  alternative  implementa- 
tion:   ,  • 

COSTING  UNIT  (OR  ODST  CENTER)  -  . 

A  unit  of  work,  usually  a  iaork  package  or  a  specific  function  or 
task,  around  which  various  costs  are  accumulated. 

CRITICAL  PATH  -  — 

The  longest  or  most  time  consuming  pathway  within  a  network  of  * 
various  paths  relating  the  activities  required  between  the  start  and 
finish  of  the  project. 

DECISION  BOX  - 

A  condition  or  point  in  a  process  where  a  choice  is  to  be  made 
between  two  or  more  alternatives. 

DECISION,  GO/NO  GO  - 

The  process  utilized  for  accepting  or  requesting  an  alternative 
course  of  action  for  consideration  if  it  satisfies  and  does  not  satisfy 
the  "needs"  respectively. 

DECISION-MAKING  - 

i 

Identifying  and  selecting  from  possible  alternative  courses  of 
action  the  best  possible  course  of  action.- 

DETERMINISTIC  SYSTEM  - 

The  interaction  of  the  components  of  this  kind  of  system  can  be 
predicted  without  risk  of  error  if  the  faets/tfr  information  which  the 
system  is  required  to  handle  are  known.    !PKe  outcome  of  a  deterministic 
system  is  determined  exclusively  by  the /values  of  the  input  ^and  the 
fixed  process.  / 
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DEVIATION  - 

A  difference  between  a  planned  situation  and  an  actual  situation, 
a  project  management  problem. 

DEVIATION,  CAUSE  OF  - 

Hie  unplanned  or  unanticipated  change  in  the  project  that  will 
yield  a  deviation.    The  effect  of  a  cause  is  a  deviation. 

DIRECTING  - 

Primarily  a  process  of  motivating  employees  to  accomplish  their 
tasks.    It  requires  the  establishment  of  an  environment  conducive  to 
accomplishing  effort. 

DIRECT  COSTS  - 

Costs  for  those  resources  obtained  especially  for  the  activity 
or  project  tasks  and  necessary  for  its  completion^ 

ENDS  (RESULTS  AND  RESOURCES)  - 

The  first  consideration  and  the  objectives  in  decision-making. 
The  specification  of  what  one  wants  to  accomplish  and  the  identifica- 
tion of  the  resources  that  are  to  be  utilized. 

EVENT  - 

A  definable  point  in  time  where  some  action  or  activity  begins 
or  ends.    It  is  a  recognizable  instant  'in  time  which  does  not  consume 
time  or  resources.    Usually  identified  in  network  management  systems 
by  a  circle. 

EVENT -ORIENTED  DIAGRAM  - 

A  chart  which  visually  shows  the  interrelatedness  and  sequence 
of  the  various  activities  or  tasks  necessary  to  the  completion  of  a 
project  where  the  fact  of  start  or  finish  of  an  activity  is  identified 
by  using  a  circle. 

EXCEPTION  PRINCIPLE  - 

Control  by  identifying  only  significant  deviations  at  specified 
points  between  "what  is"  and  "what  should  be"  or  planned. 

EXPENDITURE  PLAN  - 

A  set  of  planned  decisions  concerned  with  financial  outflow  and 
answering  questions  such  as: 
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What  is  to  be  purchased? 

When  is  the  item  to  be  ordered? 

Where  is  the  item  to  be  purchased? 

What  weekly  or  monthly  rate  is  to  be  used  for 

How  is  the  item  to  be  purchased? 


GANTT  CHART  OR  TASK-EVENT  CALENDAR  - 

A  tool  for  planning  work  and  relating  activities  to  time  or 
schedule.    In  a  GANTT  Chart,  the  horizontal  axis  represents  time  and 
the  vertical  axis  lists  tasks  or  activities  to  be  accomplished.. 

GEAR-UP  PHASE  - 

The  activities  involved  in  the  period  after  approval  of  the  pro 
posal  and  before  the  project  operational  activity  phase.   Consists  of 
bringing  together  resources  necessary  to  start  the  project  operationa 
phase,  and  identifying  and  establishing  policy  and  procedures,  and 
creating  the  project  information  system. 


A  broadly  stated  end  point  to  be  reached  in  the  future.   In  the 
project,  a  goal  is  a  collective  activity,  identified  as  the  end  product, 
and  is  at  the  top  level  of  hierarchial  work  breakdown  structure. 

GOAL  ORIENTED  -  \ 

Activity  that  is  aimed  toward  some  defined  goal  or  end  product. 

HANDBOOK,  PROJECT  - 

A  formal  or  informal  document  containing  basic  information  about 
project  goals  and  tasks,  policy  statements  and  procedures  guidelines, 
organizational  relationships,  and  similar  items  for  use  by  project 
manager  and  personnel  in  day-to-day  operations  of  the  project. 

HIERARCHIAL  APPROACH  - 

A  ranging  of  systems  by  complexity  from  general  to  elementary 
with  the  result  that  a  hierarchial  diagram  of  the  systems  and  subsystems 
resembles  a  "tree". 

A  ranging  of  objectives  from  broad  to  specific,  with  the  assump- 
tion that  accomplishment  of  specified  objectives  will  contribute  to 
the  attainment  of  the  next  higher  objective  in  the  hierarchy. 

HISTORY,  PROJECT  - 

Optional  informal  report  at  end  of  project  which  reviews  and 
summarizes  the  major  action  of  the  project. 


GOAL  - 


0 
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INDIRECT  GOSTS  - 

Costs  accounted  to  a  project  which  are  often  pro-rated  since 
they  cannot  be  adequately  identified  with  a  costing  unit.    Examples  . 
are  heat,  electricity,  and  other  general  facilities  which  are  shared 
with  the  organization  in  which  the  project  is  housed. 

LEAD  TIME  - 

The  time  between  the  procurement  or  drder  of  a  resource  and  its 
need  or  use  in  the  accomplishment  of  an  activity.. 

"LIKES"  - 

Those  ends  or  decision-making  objectives  that  are  desirable  fea- 
tures that  alternative  courses  of  action  may  satisfy  to  some  degree. 
They  are  not  absolutely  necessary  and  can  be  ranked  or  weighed  to  estab 
lish  their  desirability. 

LIMITS  - 

The  allowable  tolerance  for  acceptability  of  the  standards  speci- 
fied for  time,  cost  and  performance  at  project  control  points.  Limits 
may  be  either  positive  or  negative  or  both  with  respect  to  the  standard 
set. 

MANAGEMENT  -  . 

The  method  of  attaining  organizational  goals  by  1)  developing 
a  plan;  2)  arranging  operations  in  conformity  to  the  plan;  and  3) 
creating  an  environment  which  is  favorable  to  the  performances  of  the 
people  belonging  to  the  organization.    It  is  a  process  which  involves 
a  high  degree  of  uncertainty  and  unprogrammed  decision-making. 

MEMORANDUM,  CHANGE  - 

A  structured  document  utilizing  project  planning  thinking  to  aid 
in  implementing  a  selected  course  of  action  and  changes  to  the  project. 

MILESTONES  (MILESTONE  EVENTS)  - 

Important  events  identified  in  the  work  flow  of  a  project  such 
that  if  not  completed  on  time  the  project  goal  will  not  be  attained 
on  schedule  or  possibly  not  achieved  at  all. 

MISSION  - 

A  mission  is  composed  of  several  tasks  and  is  itself  a  sub-goal. 
A  mission  is  focused  activity,  or  package  of  work,  using  a  limited 
amount  of  project  resources  and  staff  at  the  middle  level  in  the  hier- 
archial  work  breakdown  structure. 


33 


MOST  LIKELY  TIME  - 

The  estimated  average  time  needed  to  complete  an  activity  based 
upon  some  experience  with,  a  similar  activity. 

"NEEDS"  - 

Those  ends  or  decision-making  objectives  that  must  absolutely 
be  satisfied  by  any  acceptable  course  of  action. 

/ 

NETWORK  (FLOW  DIAGRAM  OR  WORK  FLOW)  - 

Consists  of  interrelated  activities  and  events  which  must  be 
accomplished  to  reach  the  project  goal.    The  flow  diagram  shows  the 
pianned  sequences  of  accomplishment,  interdependencies ,  and  inter- 
relationships of  activities  and  events. 

NOMINAL  (CODING)  -  ' 

A  classification  of  some  entity  into  well-defined  physical  cate- 
gories where  numerical  attributes  and  order  are  not  important  to  the 
classification. 

.OBJECT  I VE(S)  * 

Statements  which  specify  a  desired  outcome.    The  statement  can 
be  one  which  includes  a  brodd  area  of  concern  or  need  or  it  can  specify 
an  extremely  narrow  concern.    Goal,  mission,  and  task  statements  attempt 
to  redefine  objectives  depending  on  the  extent  of  concern  from  broad 
to  narrow* 

OPTIMISTIC  TIME  - 

The  time  estimated  for  the  completion  of  an  activity  when  it  is 
assumed  that  everything  will  go  extremely  I well . 

ORGANIZING  - 

The  establishment  of  an  integrated  system  of  authority  and  respon- 
sibility relationships  in  which  the  members  know  what  their  tasks  are 
and  how  they  fit  into  the  scheme  and  have  the  requisite  authority  and 
responsibility  to  accomplish  these  tasks. 

PHASE -OUT  - 

Closing  out  the  project  when  the  objective  or  end  product  is 
realized  or, accomplished. 

■  *  • 

PLAN,  IMPLEMENTATION  - 

A  structured  document  to  aid  the  project  manager  to  implement  a 
selected  course  of  action. 
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PLANNING  - 

^  .A  process  of  Ucte mining,  objectives,  defining  and  evaluating 
alternative  courses  of  action,  and  selecting  the  course  which  will 
most  .effectively  and  efficiently  achieve  the  established  objectives. 

POINT,  PROCESS  CONTROL  -  ' 

,  A  monitoring  point,  calendar  date,  dollars  allocated,  and  per- 
formance standard,  in  the  operational  process  of  the  project  where  one 
can  conveniently  determine  deviations  to  control  the  process. 

PROGRAM  EVALUATION  AND  REVIEW  TECHNIQUE  (PERT)  -  . 

A  management  system  for  planning  and  controlling  many  activities 
related  to  the  accomplishment  of  an  objective  in  a  once-through  effort. 

PESSIMISTIC  TIME  - 

The  time  estimated  for  the  completion  of  an  activity  when  it 
is  assumed  there  will  be  difficulty,  the*  task  is  uncertain,  or  there 
is  unfamiliarity  with  the  task. 

POLICY  -  * 

A  policy  is  a  general  statement  or  rule  which  guides  or  channels 
thinking  in  decision-making.    It  can  be  formally  stated  or  a  result 
or  practice  over  time. 

PRINCIPLE  OF  EXCEPTION  (SEE  ALSO  EXCEPTION  PRINCIPLE)  - 

Principle  of  management  by  exception  is  a  method  of  management 
control  by  which  only  those  events  and/or  activities  significantly 
deviating  from  plan  are  brought  to  the  attention  of  'te  manager  for 
action. 

PROBABILISTIC  SYSTEM  - 

Uses  statistical  analysis  of  past  behavior  to  predict  future 
behavior.    Less  certain  predictions  than  that  of  a  deterministic  system. 
However,  more  systems  can  be  described  in  probabilistic  terms  than  in 
deterministic  ones. 

PROBLEM  - 

Deviation  from  a  plan  or  a  variance  between  what  is  and  what  is_ 
desired. 

PROBLEM  ANALYSIS  -  / 

The  process  of  identifying  and  defining  a  deviation  from  plan 
and  determining  its  specific  cause.  \  - 


47  - 


35 

b 

...  «r 
♦ 

PROCEDURE  -  / 

Guide  to  routine  actions  emphasizing  a  chronological  sequence. 
Practices  which  are  so  re-current  and  routine  as  to  lend  themselves 
to  formalized  response . 

PROGRAM  - 

A  complex  of  policies,  procedures,  rules,  tasks,,  resources,  and 
associated  elements  necessary  to  carry  out  a  given  course  of  action. 

PROGRAMMED  DECISION  - 

Decisions  which  are  basically  repetitive,  routine  and  procedural 
and  where  the  decision  rule  is  pre-determined. 

PROJECT  - 

A  set  of  interrelated  and  interdependent  tasks  that  have  to  be 
accomplished  to  reach  an  objective  or  objectives  within  time,  cost, 
and  performance  specifications  and  possessing  a  degree  of  uncertainty 
of  how  to  achieve  the  goal. 

PROJECT  INFORMATION  BASE  - 

A  management  information  system  consisting  of  planned  cost, 
schedule,  performance  data  used  to  compare  against  actuals. 

PROJECT  DEFINITION  - 

A  process  which  involves  the  development  of  explicit  statement 
of  the  project's  primary  objective  goal  and  the  necessary  sub -objectives 
to  reach  the  major  goal.    The  development  of  a  work  breakdown  structure 
is  used  as  one  technique  in  defining  the  project. 

PROJECT  MANAGER  - 

The  one  individual  who  is  responsible  for  the  successful  accom- 
plishment of  a  project. 

PROJECT  MANAGEMENT  PHASES  - 

.  Planning 

.    Gear-up/ Implementation 
.    Operational  Control 
.  Termination 

ORGANIZATIONAL  01  ART  - 

Subdivision  of  major  functions  into  smaller  supporting  functions 
with  a  delineation  of  specific  responsibilities  and  authority  for  cr 
at  each  level. 
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PROJECT  TRANSITION  - 

The  termination  of  the  project  where  the  results  are  phased  into 
operational  use. or  into  another  project. 

REPORT,  FINAL  - 

A  formal  report,  usually  required  by  the  contractor,  which  docu- 
ments thT  efforts  of  ihe  project  in  accomplishing  its  goals  and  objec- 
tives* 

REPORT,  PROGRESS  - 

A  report  describing  the  progress  of  project-utilizing  the  project 
plan  to  indicate  events  and  activities  completed,  to  describe  the  acti- 
vities in  progress  and  to  reconsider  the  events  and  activities,  in.  the 
future. 

REPORT,  STATUS  - 

A  report  that  indicates  the  current  status  of  the  project  so 
that  one  can  compare  it  to  the  project  plan. 

REPORT,  TOP  MANAGEMENT  - 

A  report  to  top  management  for  information  on  problem  solution 
in  the  projects  containing  the  following  items:    description  of  the 
Sviatron?  cause  of  the  deviation,  two  or  three  alternative  courses 
of  action!  selected  course  of  action,  reasons  for  selection,  and  the 
action  implementation  plan. 

RESOURCE  ALLOCATION  -  ,. 

Translating  an  approved  plan  into  a  schedule  by  assigning  resources 
to  accomplish  SI  planned  activities  during  a  specific  calendar  period, 
The  process  of  applying  resources  toward  the  accomplishment  of  a  plan, 
procedure,  policy,  tactic,  or  strategy. 

RESOURCE  C0NM3NALITY  TABLE  - 

A  shooDine  list  prepared  to  identify  the  total  required  resources 
for  an  ac?ivit7afier  ^resources  had  been  leveled.    It  contains  the 
following  column  headings: 

1)  Resource  item  description 

2)  Quantity  required  after  leveling 

3)  The  lead  time  required  to  obtain  the  resource 

4)  '  The  order  date  for  procuring  the  resource 
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RESOURCE*  LEVELING  PROCESS  - 

A  process  that  deals  with  efficient  resource  allocations  by 
adjusting  the  time  for  scheduling  some  activity  such  that  a  unit  of 
resource  (manpower,  equipment,  or  material)  can  be  shared  with  other 
scheduled  activity  so  as  to  permit  the  purchasing  of  fewer  units  of 
that  resource  item. 

RESPONSIBILITY  - 

w  J 

The  obligation  to  use  granted  authority  to  direct  that  effort 
which  is  necessary  to  be  performed  according  to  plan. 

SCHEDULING  - 

The  translation  of  the  plan  into  a  time  table  showing  the  specific 
calendar  dates  for  the  start  and  completion  of  work. 

SCORE,  SATISFYING  OR  FITTING  - 

The  score  given  to  an  alternative  on  how  well  it  satisfies  or 
fits  a  given  "like". 

SEQUENCE  DIAGRAM  - 

Used  to  illustrate  the  interrelationship  of  activities  or  events 
to  achieve  a^goal.    The  logic  used  in  developing  such  a  work  flow  se- 
quence is  antecedent- consequent  logic  where  one  activity  or  event  is 
related  to  another  by  time. 

SLACK  PATH  - 

A  pathway  through  a  network  along  which  actual  activity  is  occurring 
and  requires  less  time  to  complete  than  the  most  time  consuming  or  criti- 
cal path. 

STANDARDS  -  , 

The  specification  set  for  time,  cost  and  performance  at  control 
plan  X  thCn  the  project  is  Proceeding  according  to 

SYSTEM  - 

An  entity,  conceptual  or  physical,  which  consists  of  interrelated 
or  interacting  parts  directed  toward  some  overall  goal  or  purpose.  For 
management,  a  logical  arrangement  of  interdependent  and  interrelated 
parts  into  a  connected  whole  to  accomplish  a  specified  objective. 
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SYSTEMS  ANALYSIS  - 

Hie  process  of  breaking  the  system  down  into  its  interrelated 
parts.    In  project  definition  it  is  an  orderly  approach  for  defining 
a  set  of  objectives  or  goals,  for  analyzing  and  describing  a  given 
organization  structure  using  significant  factors  and  communications, 
and  then  determining  what  arrangements  of  factors  and  communications 
will  achieve  the  desired  effect. 

SYSTEM,  PROJECT  MANAGEMENT  INFORMATION  -  r 

A  system  that  stores  and  provides  management  information  for 
project  decision-making  utilizing  the  project  plan  and  the  project 
reporting  system. 

\SYSTEM,  REPORTING  - 

\     A  system  of  transmitting  information  utilizing  reports  so  that 
the\ actual  project  situation  can  be  compared  to  the  planned  project 
situation.  ! 

TASK  -\  \ 

A  task,  or  in  some  cases  a  sub-tas*,  is  the  smallest  unit  of  action. 
A  task  is  a  single  activity  or  an  element  of  a  work  package  which  uses 
a  single  person  of  the  staff  and  little  resources  and  is  at  ^the  lowest 
level  of  hierarchial  work  breakdown  structure. 

TASK- EVENT  CALENDAR  (SEE  GANTT  CHART) 

TASK  RESOURCE  SCHEDULE  -  s< 

A  tool  or  device  which  is  used  to  identify,  estimate  quantity, 
and  schedule  the  resources  which  support  a  specific  task. 

TERMINATION  - 

Stopping  of  effort  due  to  a  lack  of  funds,  failure  to  meet  con- 
tract conditions,  or  similar  reason,  before  project  objectives  reached. 

TRANSITION  - 

Institutionalizing  the  end  product  of  a  project  or  absorbing 
the  effort  into  an  existing  organizational  unit. 

UNPROGRAIWED  DECISIONS  - 

Decisions  which  deal  with  unstructured,  novel  and  consequential 
issues  and  for  which  there  are  no  pre -determined  rules . 
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WORK  PACKAGE  - 

A  specific  job  to  be  accomplished  which  is  usually  within  the 
responsibility  of  one  operatihg  unit  in  an  organization  and  makes  up 
one  item  on  the  work  breakdown  structure. 
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Module  2  -   \  • 

Lesson  1  >  1 

Lesson  1— Introduction  to  Project  Management 

Introduction  to  Lesson 

This  lesson  contains  the  following  items.  Make  sure  that  each  item 
is  present    before  starting  to  work  through  the  lesson. 


Page 


,A.   Booklet  for  Basic  Principles  and  Techniques  of  Project 
Management 


*  i  'i 

Introduction  to  lesson  f*i 

Overview  and  objectives  

Pretest  .  

Lesson  abstract  and  outline  '  i'a 

Lesson  text  '  *  '"   i  ie 

Exercises  

Post-test  •  •  »•  •  •  f™ 

Additional  example  J •31 

Reading  references   

Lesson  Quality  Control  Form  .  ...  J*  34 

B.  Set  of  Color  Slides  entitled  "Module  2--Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  1- -Introduction  to  Project  Management." 

C.  Cassette  Tape  entitled  "Module  2— Basic  Principles  and  Techniques 
Project  Management,  Lesson  1— Introduction  to  Project  fianagement." 

EQUIPMENT  NEEDED.    Hie  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen  / 

TIME  REQUIRED.    The  tape-slide  presentation  runs  approximately  10  minutes , 
the  exercise  takes  approximately  30  minutes,  and  about  50  minutes  is  needed 
to  complete  the  entire  lesson. 


Tunn  thz  page,  and  lead  £hz  Ovinview 
and  ObiexLtive*.  , 
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Lesson  1- -Introduction  to  Project  Management 
Overview  and  Objectives 

OVERVIEW 

This  lesson  is  the  introductory  lesson  of  the  Basic  Principles  and 
Techniques  of  Project  Management  module.    The  lesson  should  orient  you  to 
the  total  module  and  provide  you  with  the  sequence  of  the  topics  that 
will  be  presented  in  the  module. 

This  lesson  will  also  introduce  you  to  *-^e  basic  term  used  in 
project  management  and  specifically  to  the  concepts  "project"  and 
"project  management".   One  of  the  exercises  in  the  lesson  is  the  Project 
Managepient  Inventory.    The  inventory  should  help  you  determine  in  what 
areas  you  have  strengths  and  weaknesses.    The  succeeding  lesson  will  be 
concerned  with  project  definition  and  work  breakdown  structure  utilized 
in  the  planning  phase  of  a  project. 
OBJECTIVES 

As  a  consequence  of  participating  in  this  lesson,  the  following 
objectives  should  be  reached:    The  student,,  should  be  able  to 

1.  Define  the  concepts  of  project  and  project  management. 

2.  Identify  the  major  principles  and  functions  of  management. 

3.  List  and  describe  the  lifecycle  phases  of  a  project  or  the 
major  missions  of  project  management. 


Tu/in  the.  page  and  cjomplttz 
the.  pneAeAt  _____ 
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Lesson  1- Introduction  to  Project  Management 

Pretest 

ni*»A+i*y,A-   vtoaAo  take,  time,  to  caKziuUu  an&ui&K  the.  nultiplz  cfio^ce  and 

(vu  to  cUcle.  one.  coKKtct  ok  but  auweA  (A,B,C  ok  V)  aud  io )  f£  ™"  - 
md  iaUtVo^       &  indicate,  the.  coKKe.cZ  KttponAt  W*h  the.  letteJi  T  ok  F, 

1  Plvue.  mUe.  the.  l*6t  iouK  o<  youK  SocJU  %^^*^%™$£om 

;;  Urn  beJtovo  &o  thaZTthe.  page*  can  be.  AAentL^eA  m  the.  even*  tne.y  oexiome. 

i  6&paKate.d   • 


1.  While  there  are  many  definitions'  of  management,  what  is  perhaps  the  most 
general. one? 

A  ^Decision-making  related  to  allocating  resources  and'  directing  the 

^tio^rofpSple  toward  the  attainment  of  desired  ends  by  optunal  means 

B.  jS3S«tSS?S  policies  and  procedures  established  by  higher  authority 

C   Securing  personnel  and  keeping  cost  records  ■■  .    . . 

D.  toSg&  peop^      patterns  of  relationships  relative  to  authority 
roles 

2.  What  would  be  an  example  of  an  "educational  project"  in  a  school' district? 

A.  Established  curriculum  program 

B.  Cafeteria  operation 

C.  Driver  education  summer  program 

D.  Instructional  materials  development  activity 

3.  Do  any  time,  cost  and  performance  trade-offs  occur  in  the  development 
of  the  end  product  of  a  project? 

A.  Yes ,  but  only  time  and  performance 

B.  Yes,  all  three  often  occur  . 

C.  No,  they  are  only  of  concern  in  the  project  planning  phase 
d!  No|  they  can  be  overlooked  in  solving  project  problems 

4.  What  is  probably  the  most  important  management  factor  in  the  successful 
completion  of  a  project? 

A.  Private  funding  „„.  ,  ,       ^_  . 

B.  Cooperation  from  other  school  offices  and  departments 

C.  A  large  research  staff 

D.  Project  manager  competency 

5.  What  are  generally  considered  as  the  basic  functions  of  management? 

A.  Planning,  preparing,  controlling  and  terminating 

B.  Planning,  organizing,  directing  and  controlling 

C.  Cost  allocation,  directing,  scheduling  and  terminating 

D.  Planning,  scheduling,  preparing  and  controlling 
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6.     Project  manageifent  can  be  discussed  at  what  level  in  a  school  district? 
A;  Only  at  a  school  system  level 

B.  Only  at  a  single  project  level        .  , 

C.  Both  at  a  school  system  level  and  a  single  project  level 

D.  Only  at  a  departmental  level 


n 
i  * 


What  are  the  four  principal  phases  in  the  life  span  of  a  project? 

A.  Planning,  preparaing,  controlling  and  terminating 

B.  Planning,  control  ling,  terminating  and  evaluating 

C.  Planning,  management,  evaluation  and  termination 

D.  Planning,  organizaing,  directing  and  controlling 

8.     What  major  activities   comprise  the  planning  phase  of  the  project 
life  cycle? 

A.  Specifying  goals  and  objectives,  determining  equipment,  personnel, 
materials,  facilities  and  inf oi mation  needs 

B.  Specifying  goals  and  objectives,  determining  flow  t>f  tasks,  esti- 
mating time  schedules,  determining  costs,  manpower  needs,  and  pre- 

paring  a  budget.  ,    ,  , 

C  Doing  needs  assessment,  writing  proposal  and  approving  the  budget 
D*.  Securing  personnel,  facilities, equipment  and  space 

9      What  phase  of  the  project  life  cycle  usually  involves  the  detection 
'     and  correction  of  deviations  in  order  to  insure  successful  accomplish- 
"  ment  of  the  project  goal? 

-  » 

A.  Planning 

B.  Preparation 

C.  Evaluation 

D.  Operational  control  , 

10.  The  termination  phase  refers  to  closing  out  the  project  at  what  point? 

A.  End  of  school  year 

B.  The  project  goals  are  achieved 

C.  Project  members  take  new  positions 

D.  Evaluation  report  is  completed 

11.  What  is  considered  as  the  primary  responsibility  of  a  project  manager 

A.  Only  to  prepare  the  project  report 

B.  To  make  decisions  regarding  implementation  of  all  tasks 

C.  To  prepare  a  project  manual 

D.  To  accomplish  project  goals  within  time,  cost  and  performance  speci 
fications 
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■  1  )   — — —  1  — — — - — — — —  ■ 

Indicate.  uiheXkax  th&  AtcutwuntA  tUtzd  beZoto  outz  tmz  on.  iaJUt  by  miting 
a  T  on.  F  on  tke.  tint* 


12.   A  project  has  a  finite  life  span 

13.   Specifying  tasks  and  workflow  in  a  project  is  the  duty 

of  the  project  staff. 

14.    The  project  preparation  phase  involves  the  activities  of 

estimating  time  schedules,  costs,  and  manpower  needs. 

15.   The  role  of  a  project  manager  involves  decisions  and  actions 

which  make  him  the  planner  and  integrator  of  project  activities, 


TuAn  the.  page,  and  check  youn.  cm4weA&. 
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Le§son  1— Introduction  to  Project  Management 
Directions  Following  Lesson  Pretest 


Directions :  The  correct  answers  to  Lesson  1  pretest  are  listed 
down  the  right  margin.    Check  your  correct  response*.  


Directions'.    l&  you  answered  twelve  or  lei>6  questions 
correctly,  you  have,  not  acceptably  demonstrated  knowl- 
edge, oi  projects  and  project  management  and  should  mad 
the  lesson  abstract  and  content  outline  on  page*  US 
and  1.6  .    Then  begin  the  tape-slide  presentation  by 
turning  to  the  instructions  on  page  1.7  >  


Direction*  t    I  ^  you  answered  thirteen  on  more  question* 
correctly,  you  have  acceptably  demonstrated  knowledge 
0$  the  process  and  should  read  the  lesson  abstract  and 
outline  beginning  on  page  US  .    Then  U  you  desire  to 
skip  the  tape-slide  presentation,  you  may  do  so  by 
proceeding  dUectly  to  the  practice^exercise  on  page 
1.15.    I you  do  desire  to  view  the  tape-slide  presen-  - 
tation  turn  to  the  instructions  on  page  1.7  .  m 


Multiple  Choice 

1.  A 

2.  D 

t. 

3.  B 

4.  D 

5.  B 

6.  C 
Z.  A 

8.  B 

9.  D     .  * 

10.  B 

11.  D 
True/False 

12.  T 
43.  F 

14.  F 

15.  T 
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Lesson  1  -  -  Introduction  to  Pr6ject  Management 
Lesson  Abstract  and  Content  CXitline 

* 

* 

ABSTRACT 

An  orientation  to  the  module  is  provided  by  identifying  the  lessons 
connected  with' each  phase  of  the  life  span  of  a  project.   The  components 
constituting  .the  lessons  are  described  and  the  term  "project"  is  defined 
and  described  in  some  detail.'  Project  management  is  explained  and;  the 
functions  of  management  are  described.   The  role  and  some  of  the  duties 

of  a  project  manager  are  identified. 

* 

CONTENT  OUTLINE  . 

A.  Organization  of  materials  presented  in  the  module  are  ^escribed.  , 

1.  Written  information  is  provided,  both  on  projects  and  on 
project  management  as  a  specific  knowledge  area. 

2.  Visual  information  using  a  group  of  cartoon- like  characters 
is  presented  utilizing  a  set  of  slides. 

3.  Coordination  between  the  written  information  and  the 
visual  illustrations  takes  the  form  of  a  tape/slide  pre- 
sentation. 

4.  The  practice  of  knowledge  is  presented  through  lesson 
f  exercises. 

5 .  Integrated  practice  of  knowledge  is  presented  through  a 
case  simulation. 

B.  Introduction  to  concepts  in  project  management. 

1.   Analysis  of  the  instructional  package  offered  in  project 
management  yields  eleven  areas,  each  of  which  is  the  subject 
of  a  lesson  that  are  grouped  within  four  large-scale  phases: 

a.  planning 

b.  preparation 

c.  operational  control 

d.  termination  or  transition 
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2.  A  definition  of  the  term  project  is  stated.  • 

A  project  is  a  unique  goal-orient. d  activity,  characterized 
by  uncertainty  about  the  path  leading  to  the  goal  and  de-  1 
livering  some  definable  end  product  within  time,  cost,  and 
performance  specifications. 

3.  Definition  of  the  term  project  management  is  stated  in  two 
settings. 

a.  -School  system  management  across  many  projects. 

b.  Management  of  a  single  project. t 

4.  The  functions  of  management  are  described. 

The  functions  are :        .  • 

a.  planning 

b.  organizing 

c.  directing 

d.  controlling 

5.  The'  role  and  duties  of  a  project  manager  are  described. 

a.  Roles'  such  as  planner',  integrator,  evaluator, 
implementor  and  decision-maker  are  identified. 

b.  His  primary  responsibility  is  to  accomplish  project 
go^l  within  time,  cost  and  performance, specifications. 

c.  Duties  such  as  goal  setting,  planning,  time  esti- 
mation, scheduling,  resource  allocation,  budgeting, 
direction  and  control  are  pointed  out. 
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Lessor  1-- Introduction  to  Project  Management 

Instructions  . 


T.   Set  up  the.  rejcohder,  projector,  and  6cre.e.n. 

*  « 

2.  Place,  the.  carousel  tlide.  tray  onto  the.  projector  and  advance  to 
the.  htbde.  marked  "Module.  2—Ba/>ic  Principle*  and  Technique*  o& 
Vtojtet.Manageme.nt,  Luton  1 --Introduction  to  PA.oje.ct  Management," 

3.  Place,  the.  cat&ette  tape.  lor  tkit>  Izudn  •into  the.  recorder  and 
remind  to  the.  rewind  6 top. 

)  .  .. 

4.  Start  the.  recorder  and  advance,  the.  6lide6  with  the.  '! change,  tone.*" 
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Lessen  1- -Introduction  to  Project  Management  \:.f ..,/!... 

Lesson  Text 


Introduction 

•  Ihe  purpose  of  this  module  is  to  introduce  you  to  the  various  phases-  of, 
the  project  management  process  and  to  the  basic  principles  and  techniques  of 
project  management.    It  will  help  you  to  acquire. the  knowledge  and  skills 
required  to  manage  a  project  effectively. 

,    This  first  lesson  deals  with  the  concepts  involved:   project,  management, 
project  management,  and  the  role  of  the  project  manager.  , 

Characteristics  of  a  Project 

What  is  a  project?  '  The  concept  of  a  project  can  be  understood  by  examin- 
ing same  of  its  main  characteristics.   A  project  is  an  activity"  which  is  goal- 
oriented,  has  some  uncertainty  about  the  manner  in  which  it  will  be  accomplished, 
has  a  finite  life  span  ^and  a  cost  limit. 

Goal-orientecl  means  that  the  activity  is  aimed  toward  some  identifiable 
end-product  or  capability.    It  is  characteristic  of  project  activity  that  its 
end-product  or  capability  be  defined  or  specified  in  such  detail  (performance 
specifications) ,  that  the  outcome  of  the  activity  and  a  means  for  evaluating 
the  outcome  is  readily  available  to  the  individuals  involved  in  the  project 
and  to  individuals  #»n\toring,  auditing  and  evaluating  the  project. 

Uncertainty  is  a  main  characteristic  of  projects  because  they  are  usually 
a  unique  or  once -through  kind  of  effort,  and  often  there  is  uncertainty  about 

how  itfie  goal  will  be  accomplished.    The  amount  of  uncertainty  varies  from  pro- 

i 

ject  lo  project,  depending  upon  factors  such  as  the  uniqueness  of  the  effort 
and  the  inherent  complexity  of  the  overall  project  task.    Staff  inexperience 

may  also  result  in  uncertainty. 
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Having  a  finite  life  span  means  that  an  activity  possessing  a  beginning 
and  an  end.   Thus,  a  project  has  specified  start  and  carp  let  ion  dates  and 
consequently  can  be  thought  of  as  a  temporary  effort.   This  aspect  of  projects 
has  led  many  experts  in  the  field  of  management  to  refer  to  projects  as 
temporary  systems,  in  order  to  distinguish  projects  from  non-projects.  Oh- 
going  activities  which  do  not  have  specified  start  and  completion  dates  are 
referred  to  as  functional  activities  or  permanent  systems. 

Finally,  the  project  goal  mist  be  achieved  within  a  specified  cost  limit. 
Project  efforts  involve  the  use  of  resources ,  such  as  time,  people,  facilities, 
materials,  equipment  and  services.    These  resources  are  usually  translated  into 
dollar  amounts  in  a  budget  document  which  specifies  the  project  cost  limit  that 
is  not  to  be  exceeded. 

Thus,  projects  have  the  following  characteristics:   a  specified  goal  to 
develop  and  end-product  or  capability,  some  uncertainty  about  how  the  goal  is 
to  be  achieved,  start  and  completioh  dates,  and  a  cost  limit. 

Various  activities  carried  on  by  a  school  district-  can  be  conpared .with 
each  of  the  above  mentioned  characteristics  in  order  to  identify  which  are 
projects  and  which  are  not.    Such  a  comparison  is  presented  in  Figure  1. 

4 

Management  Functions 

In  order  to  have  a  workable  undei standing  of  project  management  it  is 
essential  to  develop  an  understanding  of  the  concept  of  management.    In  discussing 
management  and  its  functions,  we  assume  that  a  formal  organization  of  superior- 
subordinate  relationships  exists.    In  this  framework,  the  function  of  management 
is  to  create  an  environment  which  will  allow  the  enployees  to  function  effectively 
by  creating  the  appropriate  work  conditions  for  them. 
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Figure  #1 

Classification  of  Sample  School  Activities  as  Projects  or  Non-Projects  , 


Project 
Lnarac tens  tics 

o1 

t 

d 

•M 

Activity  . 
Descriptions  >w 

Specified  End  Produ 
Capability 

O  'H 

1 

Start  and  Completio 
Dates 

*Development  of  Plan  for  School 
Desegregation 

Yes 

Yes 

Yes 

Yes 

ICS 

s'- 

School  District  Payroll 
uperation 

Yes 

Yes 

No 

No 

Yes 

*  Implementation  of  New  Math 
Program 

Yes 

Yes 

Yes 

Yes 

Yes 

Construction  of  New  Open-Space 
Elementary  School 

Yes 

Yes 

Yes 

Yes 

-Ves 

.  Twelf th  Grade  English  Literature 
Program 

* 

Yes 

Yes 

No 

No 

Yes 

*  Classified  as  "projects"  since  they  possess  all  of  the  necessary  char- 
acteristics. 

3 
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Management  involves  making  decisions  about  the  allocation  of  resources  and 
the  direction  of  people,  so  that   the  desired  en<*-'  will  he  attained  most  effi- 
ciently.   You  manage  when  you  plan .organize .direct, and  control  the  use  of  re^ 

» 

sources.    Tnese  four  basic  activities  are  the  functions  of  management. 

Project  management  incorporates  the  basic  management  functions  and  is 
the  process  of  making  decisions  about  the  acconplishment  of  a  project  goal  - 
through  the  execution  of  a  temporary  effort  characterized  by  time,  cost  and 
performance  specifications. 

Managers,  whether  they  be  heads  of  governmental  agencies,  college  deans, 
departement  heads,  superintendents  or  principals,  are  all  engaged  in  getting 

4 

things  done  with  people.    Managers  perform  the  same  functions  regardless  of 
.  their  level  in  the  organization  or  the  type  of  enterprise  they  are  pursuing.  . 
Oily  the  techniques  of  applying  the  functions  are  modified  from  situation  to  . 
situation.  - 

The  most  typical  or  accepted  method  of  classifying  management  functions  is 
to  group  them  according  to  the  activities  Of  planning,  organizing,  directing 

t 

(or  motivating) ,  and  controlling.    It  is  often,  inpossible  to  place  each  manage- 
ment function  neatly  into  one  of  these  categories,  since  they  tend  to  overlap; 
however,  this  classification  is  helpful  and  workable. 

Planning  involves  making  a  set  of  initial  decisions  about  the  optimum 
allocation  of  resources  to  set  of  tasks  aimed  at  attaining  specific  desired 
goals.    It  consists  of  the  activities  of  setting)  goals ,  delienating  work, 
scheduling  the  work- flow,  determining  the  time  and  resources  (money  and  manpower) 
required  to  achieve  the  goal,  costing  the  resources  and  preparing  a  budget. 

Organizing  involves  arranging  selected  people  in  patterns  of  relationships 
relative  to  authority,  responsibility,  roles  and  accountability  in  order  to 
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facilitate  the  accomplishment  of  desired  goals.    It  includes,  therefore,  re-  , 
cruiting,  selecting,  training  and  assigning  persons  to  acconplish  the  activities. 
This  sub-function  of  organizing  is  called  staffing.   Organizing  is  also  Manifested 
in  the  preparation  of  policies,  procedures -9  and  practices  related  to  project 
operations. 

Directing  involves  the  employment  of  diverse  forms  of  human  interaction 
aimed  at  leading,  motivating  and  guiding  people,  in  the  performance  of  their  tasks. 
It  also  involves  guiding  and  supervising  subordinates  who  require  clarification 
of  assignments,  guidance  toward  improved  performance,  and  motivation  in  order  to 
confidently  achieve  the  stated  goal.  " 

Controlling  involves  the  detection  of  deviations  between  what  is  planned 
and  what  is  acutally  happening,  the  analysis  of  the  deviation,  a  proposed 'solution 
and  the  inplementation  of  corrective  action  to  insure  the  successful  accomplishment 
of  the  goals.   .The  controlling  function  is  operationalized  through  an  iterative 
problem- solving  process. 

Occasionally,  there  is  a  concern  about  the  order  in  which  these  functions  . 
are,  or  should  be,  performed.   Planning  is  generally  considered  first,  while 
organizing,  directing  and  controlling  follow  in  sequence.'   In  practice,  the 
functions  are  carried  out  concurrently.    Furthermore,  the  functions  overlap,  so 
that  a  manager  is  often  performing  several  functions  simultaneously. 

Management,  then,  is  the  process  of  applying  these  four  basic  functions  to 
the  operation  of  an  on-going  program.    That  is,  management  is  concerned  with 
making  decisions  about  how  to  accomplish  the  ends  of  an  on-going  program,  through 
the  execution  of  the  general  management  functions  of  planning,  organizing, 
directing  and  controlling. 
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Definition  of  Project  Management 

Project  management  incorporates  the  basic  functions  of  the  management  pro- 
cess.    It  is  the  application  of  the  basic  management  functions  Of  planning,  or-  ' 
ganizing,  directing  and  controlling  to  the  operation  of  a  project.  Recalling 
that  a  project  has  a  finite  life  and,  hence,  is  of  a  temporary  nature,  project 
management  can  be  thought  of  as  the  management  of  a  temporary  effort,  and  is, 
thus,  sometimes  referred  to  by  management  eaq?ert$  as  a  temporary  system. 

In  a  local  school  district  setting  the  techniques  of  project  management 
can  be  applied  both  to  the  school  system  as  such  and  also  to  single  projects  .t 
within  it.   At  the  school  system  level,  the  management' of  projects  is  concerned 
with  planning,  organizing,  directing,  and  controlling  an  organizational  structure 
which  facilitates  the  management  of  numerous  individual  projects  simultaneously   ,  * 
and  on  an  on- going  basis  ♦   This  level  of  management  is  dealt  with  in  Madule 
Four,  entitled  "Organizing  a  Project  Management  System."   The  project  Management 
.concept  being  studied  in  this  module  focuses  on  the  .second  level- -the  management  of 
single  project.  .  • 

Project  Management  Phases 

The  life  span  of  a  single  project  can  be  divided  into  four  periods,  termed 
the  planning,  preparation,  operational  control  .and  termination  phases .  The 
project  planning  phase  includes  setting  goals  for  the  project;  specifying  the  * 
work  to  be  done  by  providing  a  descriptive  flow  of  the  tasks ;  determining  tune 
schedules,  material  and  manpower  needs;  and  preparing  a  budget. .  The  preparation 
phase  involves  obtaining  and  organizing  personnel,  equipment,  materials,  facilities 
and  information  so  that  the  project  can  be  initiated  and  operated  as  planned.  The 
operations  phase  consists  of  those  activities  and  efforts  concerned  with  the 
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actual  conduct  or  operation  of  the  project.    It  is  also  aimed  at  detecting 
deviations ,  analyzing  the  problem  causing  the  deviations ,  considering  alterna- 
tive solutions,  making  decisions,  and  implementing 'those  decisions  in  order  to 
insure  the  success  of  the  project.    Finally,  the  termination  phase  includes 
those  activities  or  efforts  dealing  with  the  ending  of  the  project.  Such 
activities  include  reporting  about  the  project  and  the  transfer  of  personnel,  ; 
records  and  equipment.    This  phase  may  focus  upon  stopping  a  project  in  progress, 
ending  a  project  when  its  goals  have  been  achieved,  or  on  integrating  the 
project  activities  into  an  on-going  institutional  program  upon  completion  of  the  * 
project. 

Role  of  the  Project  Manager 

Studies  of  project  management  indicate  that  one  of  the  most  inportant 
factors  in  the  successful  completion  of  a  project  is  the  knowledge  and  skill 
possessed  by  the  project  manager.    The  role  of  a  project  manager  ma^  him  the 
planner,  integrator,  organizer,  director-,  implementor,  operate;  and  controller 
of  the  entire  project  effort.    Some  of  the  project  manager's  specific  duties 
include  establishing  project  goals,  specifying  tasks  and  work  flow,  scheduling 
time,  allocating  resources,  preparing  the  budget,  delineating  responsibilities 
for  the  staff,  and  reviewing,  evaluating  and  controlling  project  activities. 
The  primary  responsibility  of  the  project  manager,  however,  is  the  accomplishment 
of  the  project  goal  within  time,  cost  and  performance  specifications. 
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Tom  thz  page  and  ti<L<xd  the  dintctiovib 
^on  ExeAcoie  A. 
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ViitctionA :    ThM>  tx.eA.CAAt  l&  conttAntd  with  -t>omt  oh  tht  moKt  mpohXant 
conctpti  pKtktnttd  in  tht  leA&dn  ncwiativt.    Complttt  tixt  lttm&  appjtaAlng 
btlovo.    Hot  ail  apace*  nttd  to  be  u&ed  In  and^tnlng  tht  <ttem&~> 

Upon  compltting  youA  omwzm*  tuAn  to  tkt  pagt  hollowing  tkt 
tztACAAt.    Tkt  solution  to  tkt  txtAoUt  apptaM  on  that  pagt.  Vtttfmlnt 
how  weJLl  you  kavt  ptnhonmtd  by  comparting  youA  an&wtM  to  tkt  item  solution* 
pKov-idtd.   ■  -  


1.  List  the  phases  of  the  life  span  of  a  project  or  the  elements  of  the, 
mission  analysis  of  project  management.  (The  phases  and  the  elements 
correspond) 


2.    List  the  four  functions  of  a  manager. 


3.    List  the  concepts  or  elements  which  you  would  use  to  identify  projects 
when  discriminating  projects  from  non-projects  on  a  list  of  descriptive 
activities.    Projects  have: 
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Vin&ctionA :    Giv&n  beZou)  U  thz  solution  {,ox  exeAcXie  A.  •  VouA  solution 
should  not  dzviate.  conbidwably  ifiom  it.  "AfiteA  you  kavz  chzckzd  youA 
anbvo&K,  ph.oc.tnd  to  tkz  next  exeAcX6e.  


1.    List  the  phases  of  the  life  span  of  a  project  or  the  elements  of  the 
mission  analysis  of  project  management.  \(The  phases  and  the  elements 
(correspond) 


planning 


/  conVwlling 


plzpaAation  ok  jmplimzntation      teAmination  ok  tMn&ition 


2.    List  the  four  functions  of  a  manager. 

planning    dViivUng 


'  contAolling 


organizing 


3.    List  the  concepts  or  elements  which  you  would  use  to  identify  projects 
when 'discriminating  projects  from  non-projects  on  a  list  of  descriptive 
activities..'   Projects  have: 

goal  orientation  (end  ploduct)      CjQtt  allocation^  t  

path  uncertainty   peA&onmance  ^peci^ieatiom 


time  6elie.duJte& 


TuAn  the  page,  and  proceed  to  the 
next  exercise. 
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QVUvbLonA :    The  ability  to  idintlly  activities  that  may  be  pnojivU 
and  non-pioje.ctt>  Is  basic  to  pKOject  management.   TkU  exeJicise.  id 
cjonceAntd  with  this  ability. 

A  tot  orf  descriptive,  activities  appeal  on  the.  page  tolr 
lowing  this  page..    Using  the:  list  complete,  the.  question*  beZou).    Hot  all 
4 pace*  need  to  be  uied  '-en  ansv)e.nlng  the.  question*. 

Upon  completing  youA  anStueJiS  tu/in  to  page.  J. 79.    The  somtton 
to  the.  exejicise.  appeals  on  that  page..    Vetzmine.  houi  well  you.  have,  peJiiohmzd 
by  comparing  youA.  answens  to  the.  solutions'  provided.  

1.    List  by  number  those  descriptive  activities  which  appear  to  be 
appropriate  to  project  management. 

Activity  Number  Activity  Number 


2     Utilizing  the  solution  to  question  3  of  Exercise  A  list  the  necessary 
elements  missing  from  those  activities  which  you  have  identified  as 
non-projects.    Identify  the • non-pro j ects  by  number  and  list  the 
elements . 

Activity  Number  Elements  missing 
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Lesson  1-- Introduction  to  Project  Management 
List  of  Descriptive  Activities 

1.  The  elementary  mathematics  program  as  identified  y  the  K  through  6 
printed  workbook  material  and  textbooks. 

2.  A  committee  action  directed  to  make  a\detailed  investigation  of  the 
need  for  an  electronic  computer  data  processing  system  for  the  school 
with  the  recommendation  to  be  reported  by  July  1. 

3.  The  staff  effort  focused  on  planning,  making  arrangements  for,  and 
conducting  the  second  semester  adult  education  program  where  plans 
are  to  be  approved  by  the  Superintendent  on  or  before  December  1. 

4.  A  committee  to  investigate  and  report  by  September  1,  selection  of  a 
textbook  for  the  9th  grade  science  program. 

5.  The  staff  activity  involved  in  accounting  for  expenses  within  the 
various  appropriation  categories. 

6.  A  group  composed  of  administrative  staff  and  citizens  of  the  Advisory 
Committee  who  are  to  develop  a  program  and  to  conduct  voter- orientation 
meetings  for  the  purpose  of  getting  an  approval  for  a  bond  or  operating 
levy  at  the  May  primary  election. 

7.  The  group  of  coaches  successfully  conducting  the  inner-scholastic 
athletics  for  the  school. 

8.  The  administrative  staff  assigned  responsibility  to  develop  procurement 
policies  and  selection  criteria  for  acquisition  of  buses,  these  policies 
to  be  reported  prior  to  a  specific  date. 

9.  The  foreign  language  education  program  operated  by  the  language  teacher 
at  the  high  school.. 
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VinzztJLonb  t    Givzn  bzlovo  ii>  thz  solution  ioK  exetccae  B.    Voul  solution 
tnould  not  deviate,  cjondtdvwhly  b>wm  it.    A£tin  you  kavz  checked  youK 
andvozA,  ptwczzd  to  tnz  mxt  exce/tccae.   


1.    List  by  number  those  descriptive  activities  which  appear  to  be 
appropriate  to  project  management. 


Activity  Number 


Activity  Nunfcer 


2.    Utilizing  the  solution  to  question  3  of  Exercise  A  list  the  necessary 
elements  missing  from  those  activities  which  you  have  identified  as 
non-projects.    Identify  the  non-projects  by  number  and  list  the 
elements. 


Activity  Number 

7  

5 


Elements  missing 
goat,  &tan£/Atop  timeA,  ptK^onmancz  ApzolfiioationA 
all  mti&tng  zxce.pt  path.  unceAtcu.nty  


m  n 


TuAn  the  pagz  and  pn.oce.zd  to  thz 
mxt  <ix<lkcaa>z. 
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'  Exercise  C 


P^Lectton* :    Read  the.  hollowing  and  complzte.  tka  inventory  beginning  on 


the,  next  page. 


Recognition  has  been  given  to  the  possibility  that  the  student  may 
have  already  acquired  some  of  the  skills  needed  for  effective  management 
of  projects  through  reading,,  conferences,  and/or  direct  management  exper- 
ience.   The  purpose  of  this  inventory  is  to  secure  some  measure  of  vuat 
you  may  already  be  able  to  do  before  starting  the  lessons.    Should  you 
already  possess  selected  skills  and  concepts ,  you  may  want  to  skip  some 
of  the  lessons. 

Listed  on  the  following  pages  are  various  skills  and  tasks  that  a 
project  manager  should  possess  and  be  able  to  perform.    For  each  task, 
rate  your  own  possession  of  the  skills  by  using  the  scale  provided.  Be 
honest  since  your  own  learning  is  involved.    After  you  have  completed 
all  items,  turn  to  page  1.25to  determine  how  to  score  your  paper  and  make 
a  profile. 

Rate  yourself  on  each  item  by  circling  the  number  which  you  feel 
best  represents  your  competency  at  the  task  according  to  the  following 
interpretation  of  the  numbers. 

1  -  Expert  Knowledge.    I  am  an  expert  at  performing  the  task.  I 

am  the  type  of  person  to  whom  other  people  come  to  for 

advice. 

2  -  Extensive  Knowledge.    I  can  undertake  to  perform  this  task  in 

a  project,  but  would  need  expert  advice  occasionally. 

3  -  Good  Knowledge.    I  can  make  an  .immediate  and  significant  contri- 

bution to  the  performance  of  this  task  in  a  project,  but 
would  need  further  experience  to  carry  the  task  out  on  my 
•  own.  . 

4  -  Some  Knowledge.    I  have  limited  first-hand  experience  and  know- 

ledge to  perform  this  task  through  working  with  other  people 
in  a  minor  capacity  or  previous  learning. 

5  -  No  or  Slight  Knowledge.    I  have  no  first-hand  knowledge  to  per- 

form this  task  and/or  have  only  knowledge  of  the  task's 
relevance  through  discussions  with  other  people. 


♦ 


I     Recognize  constraints  on  expenditure  schedules 
and  rates  imposed  by  federal,  state  and  local 
regulations. 

3.  Realize  that  it  is  necessary  to  Jiave  personnel 
and  resources  on  start  up  date. 

4.  Create  a  plan  for  project  "gear-up." 

*     Assemble  and  store  those  project  records  which 
5*    fre  required  to  be  retained  by  contractor  and 
parent  organization. 

6.  Start  work- action  on  plan. 

7.  Design,  set  up,  and  initiate  a  project  information 
system  for  the  project. 

8.  Determine  cost  for  contracted  services  (computer, 
printing/reproduction,  consultants). 

9-  r^sS^frates. 
10.  Create  a  plan  for  the  implementation  of  a  decision. 

11    Break  down  the  broad  project  goal. into  sub -goals 
(missions)  and  breakdown  the  missions  into  sub- 
missions (tasks). 

12.  Recognize  significance  of  deviation  from  the  plan. 

13.  Make  a  decision  from  alternatives  and  set  criteria 
Cor  decision. 

14.  Determine  the  full  time,  part  time,  or  on  con- 
sultant basis  skill  persons  required. 

15.  Recognize  deviation  from  the  plan. 

10    Establish  the  administrative  routine,  policies, 
and  procedure  statements  or  handbook. 

17     Translate  a  work  breakdown  structure  into  a  logic 
Clow  chart  complete  with  milestones. 
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RomambeA  1  *  ExpeJU  Knowlzdgz,  2  . 
A-±  Some,  Knowledge  and  5 


Zitw&lvz  Knowledge.,  3  « 
Ho  ok  Slight  KnaZlidqe 

18.  Use  the  project  flow  chart  and  the  project  task- 
event  resource  calendar  to  adjust  those  task- 
events  which  are  time  flexible  so  as  to  fully 

,mHi2  **!  ref urces  ^  to  accomplish  a  somewhat 
uniform  rate  of  resource  utilization. 

19.  Establish  criteria  for  examining  cost/benefits  of 
rental  or  purchase  of  equipment. 

20.  Determine  cost  of  materials  and  supplies. 

21.  Estimate  the  resources  (facilities,  skills,  equip- 
ment, etc.)  necessary  for  the  accomplishment  of 
each  task. 

22.  Investigate  and  determine  costs  associated  with 
needed  equipment. 

23.  Specify  for  each  project  task  the  conditions  under 
which  the  performance  is  measured  and  the  accepta- 
bility standard  for  the  performance. 

24.  Establish  a  set  of  nominal  codes  for  the  resource 
items  required  for  the  project. 

25.  Create  a  work  breakdown  structure  document  in- 
cluding a  chart,  which  contains  the  goal,  missions, 
and  tasks  arranged  in  hierarchial  order. 

26.  Initiate  and  control  &±a  collection  on  work 
activity  by  reports,  observations,  discussion, 
statt  meetings  and  literature. 

27.  Release  facilities  and  equipment  to  parent  organi- 
zation or  to  other  projects  as  directed. 

28.  Estimate  the  time  required  for  task  accomplishment. 

29.  Check  flow  chart  for  complete  and  orderly  logic  « 
by  tracing  an  example  sequence  of  activities 

through  the  flow  chart. 

30.  Determine  the  high  and  low  counts  (or  require-  c 
merits)  for  each  resource  item  at  various  times 

across  the  calendar. 

31.  Make  up  project  task-event  calendar  using  project  q 
start  date,  logic  flow  chart,  task  accomplishment 
times,  and  total  project  time. 
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TASK  RATING 


32.  Obtain  information  on  salary/wage/fee  rates  5     4     3     2  1 
Cor  the  required  skilled  persons  and  costs  of 

fringe  benefits. 

33.  Designate  from  the  flow  chart  those  events  (start  5     4     3     2  1 
or  completion  of  an  activity)  which  are  milestones. 

34.  Develop  several  alternative  courses  of  action  for  5     4     3     2  1 
problem  solution  involving  the  trade  off  of  per- 
formance, schedule  and  cost. 

35.  Cost  out  fringe  benefits,  personnel  travel  ex-  5     4     3     2  1 
pense,  and  other  expenses. 

36.  Create  status  and  action  reports  listing  the  in- m  5     4     3     2  1 
formation,  alternatives,  and  decision  to  dis- 
tribute to  the  contracting  body  for  information 

and  possible  approval  and  to  the  project  per- 
sonnel to  inform  them  of  the  changes  made  to  better 
achieve  the  overall  goal. 

37.  Determine  costs  associated  with  required  facilities.       5     4     3     2  1 

38.  Prepare  necessary  and  required  final  reports  for  5     4     3     2  1 
the  project. 

39.  Estimate  a  "best"  time  for  task  accomplishment  5     4     3     2  1 
for  each  task  in  a  flow  chart  by  applying  an 

effective  resource  application  rate  to  required 
times  for  these  tasks. 

40.  Execute  the  project  gear-up  plan.  5     4     3     2  1 

41.  Delineate  responsibility  for  personnel.  5     4     3     2  1 

42.  Investigate  and  consider  the  local  school  system  5     4     3     2  1 
for  availability  of  personnel  skills  required. 

43.  Estimate  total  project  (goal)  time.  5     4     3     2  1 

44.  Determine  the  lead-time  required  for  the  acquisi-  5     4     3     2  1 
tion  of  each  type  of  resource  or  skill. 

45.  Determine  the  extent  to  which  several  types  of  5     4     3     2  1 
skills  can  be  combined  into  a  single  skilled  person. 


7. 
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TASK  RATING 

46.  Combine  the  task  resource  requirements  with  the  5     4  3 
project  task-event  calendar  using  the  nominal  codes. 

47.  Execute  planned  action  of  a  decision  or  selected  5     4  3 
alternative. 


5  4  3  2 
5     4     3  2 


48.  Fit  project  organization  into  existing  LEA  structure. 

49.  Operate  within  various  federal,  state,  and  local 
guidelines  concerning  expenditures  and  budgets. 

50.  Re- arrange  the  sequence  and  flow  logic  of  the  5     4     3  2 
tasks  so  that  the  work  accomplishes  the  overall  goal. 

51.  Create  an  expenditure  schedule  that  plans  for  dis- 
tribution of  resources  over  the  total  project. 

52.  Work  with  functional  organization  units  in  arrang- 
ing for  disposition  of  project  personnel  by  seeking 
other  assignments  within  organization. 

53.  Identify  and  establish  a  broad  project  goal. 

54.  Purge  project  files  of  unnecessary  materials  and 
items. 

55.  Organize  the  staff  into  a  control  and  communica- 
tion hierarchy. 

56.  Cost  out  the  salaries,  wages,  and  fees  for  person- 
nel resource  requirements  for  the  project. 

57.  Compare  the  actual  performance,  work  schedule,  and 
expenditure  rate  to  project  plan. 

58.  Determine  indirect  costs  for  the  project  (by 
either  applying  a  percent  to  total  personnel  costs 
or  by  specifying  an  amount). 

v  v 

59.  Draw  a  pictorial  sequence  (flow  chart)  which  logic- 
ally connects  the  tasks  (activities)  and  events 
(Identified  as  a  point  in  time  when  something 
starts  or  is  completed). 


5  4  3  2 

5  4  3  2 

5  4  3  2 

5  4  3  2 

5  4  3  2 

5  4  3  2 

5  4  3  2 

5  4  3  2 
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D^cttowA:   Thm&qa  iki  &dOKz  you  navz  CAAded  ion  zack  item  in  ^tei 
SrAaS   Tkzn  total  Jch  ptoe  wtegoHy  and  tn*i*i<*  you*  total* 
to\  the.  nzxX  page.  


Planning  A 
Item  Score 

11  \   

17   

23  •  

25  \  

29  

33  

50  

53  ~"  

59   

Total 


Planning  B 

Item  Score 

1   

2   

8   

9   _ 

14   

18   

19   

20   

21   

22.   

24   

28   

30   

31   

32   

35   

37   

39   

42   

43   

45   

46   

49   

51   

56   

58   

Total 


Preparation 
Item  Score 

3   

4  ...  

7   

16   

40   

41   

44   

48   

55   

Total 


Control 
Item  Score 
6   

10  .  

12   

15   , 

26   

34   

36   

47   

.57   

Total 


Termination 
Item  Score 

5   ; 

27   

38   

52   

54   

Total  . 


Vitection* :    HttA  tAant>  &vuunq  yoan. 
total*  to  the.  next  paae.,  te.aK  oat  thu 
Jbhtet.    Vlace.  thl&  6ke.zt  Mo  the.  6pe.c4.al 
envelope  pno\)ide.d  alonq  with  the.  LeAAon 
OuaUty  Control  Tonm  which  you  com- 
pieJbi  latex.    Mail  the  envelope,  to  ftaeojdi 
lOK  Bette.fi  School*,  Inc..  Suite.  1700,  1700 
HcmkeX  Sfrie.U,  Philadelphia,  Pe.nMijlvayu.a 

19103   
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Lesson  1- -Introduction  to  Project  Management 
Excercise  C- -Profile 
My  Profile  for  Project  Management 


VitectioM :    Puzpafie.  a  pno{ilz  o&  youA  pJioje.c£  management  hklZJU  by 
thanb{eAJiing  the.  totals  h>wm  the.  pie.viouU>  page,  and  cjomplejUng  ike.  cal- 
culations.   Divide.  uouA  totals  by  the.  numbeA  indicatzd.  ' 


Planning  A 
Planning  B 
Preparation 
Control 
Teimination 


Total 
Total 
Total 
Total 
Total 


divided  by  9  * 
di  vided  by  26= 
divided  by  9  ■ 
divided  by  10= 
divided  by  5  = 


average  score 


^  average  score 
_  average  score 
_  average  score 
average  score 


Vi>t.e,ctioni> :    Plot  youA  aveAage.  tcoie.  on  the.  pKo{ili  {ok  e.ach  pka&e.  and 
connect  the.  point*.    Ike.  dotte.d  line.  acAOM  the.  pfio{ile,  indicate*  ie.gion& 
o&  *&imgth  and  weafene44  and  -Anoutt  wkeJii  time,  might  be.  &pe.nt  in  study  •  ' 
and  pKactice.. 


My  Profile 


Tun.ii  the.  page  and  proceed. 
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1.27 


Profile  Interpretation 

The  profile  line  connecting  your  .average  scores  indicates  regions  for 
strengths  and  weaknesses.    The  higher  the  line  on  the  graph  the  better  your 
capability  in  project  management. 

The  profile  line  peaking  above  the  upper  dotted  line  (less  than  1.5) 
indicates  that  you  have  a  fairly  good  grasp  of  the  knowledge  and  skills 
needed  to  perform  the  tasks  related  to  that  particular  phase  of  project 
management.    If  this  occurs  for  you,  you  may  wish  not  to  study  the  lessons 
associated  with  those  phases  and  can  skip  them.    It(is  suggested  that  you 
read  the  lesson  abstracts  and  outlines  for  lessons  in  those  phases  which  • 
you  intend  to  skip. 

If  your  profile  line  does  not  cut  the  upper  dotted  line  then  you 
have  a  lower  mastery  of  the  knowledge  and  skills  of  project  management 
and  should  follow  the  regular  sequence  of  lessons  starting  with  lesson  2 
and  proceeding  through  lesson  12  in  order.    If  your  profile  line  falls 
below  the  lower  line  (more  than  4.5)  then  you  should  concentrate  more 
diligently  on  acquiring  the  knowledge  and  skills  associated  with  the  lessons 
for  those  phases  of  project  management. 


Lesson  Correspondence 

Planning  A  tasks  correspond  to  Lesson  2--Project  Definition,  Lesson  3-- 
"    Work  flow  and  Lesson  4- -Time  Estimation. 

Planning  B  tasks  correspond  to  Lesson  5- -Schedule  ajid  Resource  Allocation 
and  Lesson  6- -Costs  and  Budgets. 

Preparation  tasks  correspond  to  Lesson  7--Projcct  Start-Up  and  Lesson  8-- 
Developing  a  Project  Information  System. 

Control  tasks  correspond  to  Lesson  9--Problem  Identification  through 
Management  Reports,  Lesson  10- -Problem  Solving  through  Management 
Action  and  Lesson  11- -Division  Implementation. 

Termination  tasks  correspond  to  Lesson  12- -Project  Termination 


Tkz  din.zctioni>  on  the,  ne.Kt  page,  itwixtd 
aid  you  in  obtaining  additional  in^on- 
matlon  on  tht  concept  contained  in  tliib 
QXtncJj><i.    Tufcn  flic  page,  and  pnocecd. 
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Module  If 
Lesson  1 

Lesson  1-- Introduction  to  Project  Management 
Directions  and  Choices  Following  the  Practice  Exercises 


~"     tahed  upon  the  .selh- evaluation  oh  youn  peAioxmance.  on  exeJiotie  A 
and  B  you  have.  elthem 

A.  acceptably  6atli>hled  the  objectives  oh  the.  introduction  to 
pKoject  management,  and^  should  now  tUAn  to  the  po*t-tei>t 
hound  on  page.  1.  29. 

An  additional  example,  on  the  basic  concue.pt  oh  pnoject  iianagement 
h>  ioxind  on  page*  1.31     Rehenence*  ion.  additional  neadtng  cm. 
listed  on  page  1.33. 

B.  not  saU&hled  the,  objectives.    lh  40,  you  should  select  one:  on 
more  oh  the  following  cou/tses  oh' action; 

U    study  the  additional  example,  on  page  1.31,  then  newoxk  , 
-   exeAd&e  A  and  B  Atantlng  on  page  1.15. 

2.  nead  chaptens  1,2  3  and  4  oh  Educytiomt  Pno f evt  tiuiagwent 
by  Desmond  I.  Cook  and  then  newofik  exeAclse  A  and  B  sWUtng 
on  page  1.15. 

3.  view  the  slide-tape  presentation;  Imtmctlons  one  on  page  ( 
1.1  .    Ahten  tlie  presentation  rework  zxerclte  A  a>d  B  starting 
on  page  1.15. 

4.  nead  ttie  lesion  narrative  beginning  en  pege  US  ,  and  then 
rework  exercise  A  and  B  starting  on  page  1.  15. 

h.    Kework  exercise  A  and  B  starting  on  page  1.15. 
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Lesson  1  *t  '» 

Lesson  1 --Introduction  to  Project  Management 

Post-Test 


ViAecUon&i  take.  tuna,  to  ca^ully  «-'«a  the  wXtofU  drawee  and 

Teto^&leont  collet,  ok  but  am*  (A,B,C  a*  P|  , and  o* 

^id  tfa&e  youaZeto  indicate  the.  connect  wpon&e  mXk  tkeTetteK  T  a*  F. 

P£ea4e  wUe  tfce  to*  fouK  diqiU  oi  you*  Social  Security  numbzA  on  the 
U^belo*  60  thaTlRzmu  can  be  identified  in  the  event  they  become  . 
t>epGXa£td  •  » 


1.  What  would  be  an  example  of- an  "educational  project"  m  a  school  district? 

A.  Established  curriculum  program 

B.  Cafeteria  operation 

C.  Driver  education  summer  program 

D.  Instructional  materials  development  activity 

2.  While  there  are  many  definitions  of  management ,what  is  perhaps  the 
most  general  one? 

A.  Decision -making  related  to  allocating  resources  and  directing 
the  actions  of  people  toward  the  attainment  of  desired  en^ls  by 

optimal  means  • 

B.  Administration  of  policies  and  procedures  established  by  higher 

•  authority 

C.  Securing  personnel  and  keeping  cost  records 

D.  Arranging  people  in  patterns  of  relationships  relative  to 
authority  roles 

3.  What  i«  probably  the -most  important  management  factor  in  the  success- 
ful completion  of  a  project? 

A.  Private  funding 

B.  Cooperation  from  other  school  offices  and  departments 

C.  A  large  research  staff 

D.  Project  manager  competency  ' 

4.  Do  any  time,  cost  and  performance  trade-off's  occur  in  the  develop- 
ment of  the  end  product  of  a  project?  ^ 

A.  Yes,  but  only  time  and  performance 

B.  Yes,  all  three  often  occur 

C.  No,  they  are  only  of  concern  in  the  project  planning  phase 

D.  No,  they  can  be  overlooked  in  solving  project  problems 
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Lesson  1 

..5.     What  are  the  four  principsl  phases  in  the  life  span  of  a  project? 

A.  Planning,  preparing,  controlling  and  terminating 

B.  Planning,  controllinp,  terminating  and  evaluating 

C.  Planning,  management,  evaluation  and  termination 

D.  Planning,  organizing,   directing  and  controlling 

6.  What  are  generally  considered  as  the  basic  functions 'of  management? 

A.  Planning,  preparing,  controlling  and  terminating 

B.  Planning,  organizing,  directing  and  controlling  „ 

-  C.  Cost  allocation,  directing,  schedulyig  and  terminating  , 
,    D.  Planning,  scheduling,  preparing  and  controlling 

7.  Project  management  can  be  discussed  at  what  level  in  a  school  district? 

A.  Only  at  a  school  system  level  v 

B.  Only  at  a  single  project  level 

C.  Both  at  a  school  system  level  and  a  single  project  level 

D.  Only  at  a  departmental  level        ;  j 

8.  What  phase  of  .  the  project  life  cycle  usually  involves^  detection 
and  correction. of  deviations  in  order  to  insure  successful  accom- 
plishment of  the  project  goal?  , .  * 

■  i 

/   A.  Planning  t  ,  j 

, B.  Preparation 

C.  Evaluation  ^ 

D.  Operational  control  /  ,  > 

9.  The  termination  phase  refers  to  closing  out  the  project  at  what  point? 

A.  End  of  school  year 

B.  The  project  goals  are  achieved  j 

C.  Project  members  take  new  positions 

D.  Evaluation  report  is  completed       •  , 

•    .  i  .  . 

10.     What  is  considered  as  the  primary  responsibility'  of -a  project  manager? 

A.  Only  to  prepare  the  project  report 

B.  To  make  decisions  regarding  implementation  of  all  tasks  f 

C.  To  prepare  a  project  manual  -  J 

D.  To  accomplish  project  goals  within  time,  cost  and  performance  •/ 
specifications 


/ 
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11.  VAiat  major  activities  comprise  the  planning  phase  of  the  project 
life  cycle? 

A.  Specifying  goals  and  objectives,  determining  equipment,  personnel, 

materials,  facilities,  and  information  needs 

B.  Specifying  goals  and  objectives,  deteimming  flow  of  tasks,  esti- 
mating time  schedules,  determining  costs,  manpower  needs  and  preparing 
a  budget 

C.  Doing  needs  assessment,  writing  proposal  and  approving  the  budget 

D.  Securing  personnel,  facilities,  equipment  and  space 


Udiuvtt  wkvthvi  the,  MatwwvU  tUttd  belotu  aKa  Puiz  ok  ialbo.  by 
MKubLng  a  T  ok  V  on  the.  tint. 


12.   Specifying  tasks  and  workflow  in  a  project  is  the  duty  of  the 

project  staff. 

13.   A  project  has  a  finite  life  span  • 

14  The  role  of  a  project  manager  involves  decisions  and  actions 
 "which,  make  him  the  planner  and  integrator  of  project  activities 

15  The  project  preparation  phase  involves  the  activities  of  esti- 
 mating  time  schedules,  costs  and  manpower  needs. 


4  -  .  - 

TuKn  tkt  pa.Q(i  and  ckzck  youA  anatoeAA 
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Lesson  1-- Introduction  to  Project  Management. 
Directions  and  Choices  Following  Lesson  Post-Test 


Directions'.  The  correct  answers  to  lesson  1  post- test  are  listed 
down  the.- right  margin.    Check  your  correct  responses.  . 


Directions :    li  you  answered  twtfvt.o*.  less  questions 
correctly,  you  have  not  acceptably  demons  tiated  knowl^ 
edge.  oh  the  basic  concept*  oh  projects  and  project 
management  and  should  select  one  or  more  oh  the  hollowing 
courses  oh  action* 

1.  View  the  6 tide- tape  presentation  by  tumlnq 
to  pcige  1.1  and  proceeding.    khter  the  pre- 
sentation turn  to  the  Lesson  Quality  Control 
Torm  on  page  1.34. 

2.  Read  the  lesson  narrative  beginning  on  page 
1  %  and  then  tarn  to  the  lesson  Quality 
control  Tom  on  page  1.34. 

3.  Read  chapter  1,2,3,4  oh  Ideational  Project 
Management  by  Desmond  L.  Cook  and  then  turn 
to  Sie  LeTson  Quality  Control  form  on  page 
1.34. 

4.  Study  the  additional  examples  beginning  on 
page  1.31  and  then  tuAn  to  the  Lesson  Quality 
Control  Town  on  page  1.34. 

5.  Rework  the  lesson  post- test  and  then  turn  to 
the  Lesson  Quality  Control  Torm  on  page  1.34. 


Multiple  Choice 


Directions':  .lh  you  have  answered  thirteen  or  more  questions  cor- 
rectly, you  h-.ve  acceptably  demonstrated  knowledge  oh  the 
project  deh^niXlon  process  and  should  now  tarn  to  the- 
quality  control  horm  on- page  1.  34    An  additional  example 
L  hoand  on  page  1.  51.   Reherences  hor  additional  reading 
are  listed  on  page,  i  .33.   . 


1.  D 

2.  A 

3.  D 

4.  B 

5.  A 

6.  B 

7.  C 

8.  D 

9.  B 

10.  D 

11.  B 

True/False 

12.  F 

13.  T 

14.  T 

15.  F 
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Lesson  1-- Introduction  to  Project  Management 
Additional  lixample 


Vi)izd&ovu>:    Thu  zxamplz  l&  an  attempt  to  6kou)  thz  JizUtton&kLp  oh 
thz  Pncj&tf  Littepan  Vhabzh  and  Vfiojzct  Managzmznt  Mlt>UoMt  thz  Man- 
agzmznt  VanoXlonA,  thz  VuuUzi>  oh  VtiojzU  ManageM,  and  thz  Tahte  that 
?\ojzct  Manager  pvihom.    IdzntihlcaUon  oh  thz  tatte  pzuhomzd  by 
thz  piojzct  managzA  hofi  zach  pka$z~cjan  bz  madz  by  locating  thz  tx&to 
tdtzd  on  thz  Piojzct  Management  Tnvzntotuj.    Thz  numbzM  Ititzd  cohaz*- 
pond  to  thz  Item  numbzn  on  thz  Inventory.  


Project.  Lifespan  Phases 
and  Corresponding  Project 
Management  Missions 

• 

Management 

Function 

Involved 

Project  Manager 
Duties  in  each 
Phase 

Project  Man- 
ager Tasks 
listed  on  the 
Project  Man- 
agement 
Inventory 

* 

Item  Item 

Planning 

Planning 

a.  Establishing 
goals 

b.  Specifying  tasks 
and  work  flow 

dime  scheduling 
d. Resource  allocat- 
ing 

p  Rtidaet  develoD- 
ment 

1  31 

2  32 

8  33 

9  35 
11  37 
14  39 

17  42 

18  43 

19  45 

20  46 

21  49 

22  50 

23  p  51 
'  24    s  53 

25  56 

28  58 

29  59 
30 

Preparation 

L__    

Organizing 
Planning 

a.  Gearing-up  the 
operation 

b.  Delineating 
respons  ib  i 1 i  t  i  es 
for  the  staff 

c.  Establishing 
policies 

d.  Developing  a 
Management  infor- 
mation system 

3 
4 
7 

16 
40 
41 
44 
48 
55 
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Project  Lifespan  Phases 
and  Corresponding 
Project  Management 
Missions 

Management 

Function 

Involved 

Project  Manager 
Duties  in  each 
Phase 

Project  Man- 
ager Tasks 
listed  on  the 
Project  Man- 
agement 
Inventory 

Item  Item 

Control 

Controlling 
Directing 
Planning 
Organizing 

a.  Creating  a 
reporting 
system 

b.  Evaluating  and 
reviewing  proj- 
ect activity 

c.  Controlling 
project 
activity 

d.  Creating  a  pro- 
ductive project 
atmosphere 

e.  Directing  others 
£. Reporting  to 

higher  manage- 
ment 

.  6 
10 
12 
13 
15 
26 
34 
36 
47 
56 

Termination 

Directing 

Planning 

Controlling 

a.  Specifying  tasks 

b.  Con trolling 
project  activity 

c.  Directing  others 

d.  Reporting  to 
higher  manage- 
ment 

5 

27 
38 
52 
54 

\ 
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LessQn  1  1.33 
Lesson  1— Introduction  to  Project  Management 
Reading  References 


Additional  knowledge  about  projects  and  the  basic  concepts  of 
project  management  can  be  obtained  by  reading  from  the  references  cited 
below.  O 

Archibald,  R.D. ,  and  R.T.  Villoria  Network-Based  Management  Systems . 
New  York:    John  Wiley  and  Sons,  Inc.,  1967,  pages  1  8  2. 

Baumgartner, "J.S.  Project  Management.   Homewood,  Illinois:  Richard 
Irwin,  Inc. ,  1963,  Introduction  and  Chapter  1. 

Cook,  Desmond  L.  Educational  Project  Management.    Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  1,2,  and  3. 

Woodgate,  H.S.  Planning  by  Network.    London,  England:  Business 
Publications,  Ltd.,  1964,  Chapter  16. 
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Lesson  1- -Introduction  to  Project  Management 


Lesson  Quality  Control  Form 


Vliecticn&i    Plea&e  take.  time  to  caAe^ully  anAMCA  the.  ^ovJi  question*  given 
be  lew.    Vum  a»?4iuet6  will  provide,  valuable.  Information  ^ok  the.  wviAlon  and 
impivvmnHt  o&  thl&  ?e*&on.    feel  ijA.ee  to  wJLte.  additional  commznt*  on. 
teecmmendation*  on  the  back  of  thl&  fonm.    Voan  iz&pon&eA  will  be  k&pt 
,stuctly  confidential..    ?leai>e  White,  the.  la&t  foan.  digit*  of  youA.  Social 
'Sscutiiy  mmbcn  on  the  line  below  -40  that  the  page*  can  be  id&ntlfl&d  In 
the  event  they  become  t>e.paKa£.e.d  . 

f/utiifc  you  fot  youA  od&iAtance.. 


1.    Indicate  your  overall  impression  of  the  quality  of  tjhis  lesson. 


1.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


TuAn  the  page  and  px.oce.ed 
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Lesson  1- -Introduction  to  Project  Management 
Termination  Instructions 


Upon  completion  oi  the.  LeAton  Q.uallty  Control  Vonm  you  om. 
to: 

Tom,  out  and  staple,  the.  page*  oi  the.  LeA&on  Jguality  Conttol  tow 
Place,  the,  ionm  In  the.  special  envelope,  provided  along  with  the.  Vnoject 
Management  Inventory  Summaky  Sheet. 

Mail  the.  envelope  to  Rehexvich  ion.  Betten.  SahooJU ,  Inc.  ,  Suite.  1700, 
HW  Manket  Street,  Philadelphia,  Venn&ylvanla  19103* 

Tkti  let*  on  on  an  IntAjo  auction  to  ph.oje.ot  management  U  new  com- 
pleted.   LeA&on  2  entitled  "project  deilnltion"  <ti  the.  next  teu- 
ton In  the.  teojience.    Vou  one.  advi&ed  to  locate,  the.  Imon  booklet 
and  Head  the.  tntKoductotoj  page*  li  youti  p^oiile  on  the  Vhoject 
Management  Inventory  40  indicate*,    li  you.  choote.  not  to  iollov)  the. 
KcgulaK  Ae.que.nce.  then  aetenmlne  which  legion  you  should  wnk  next 
and  locate  that  l&6&on'&  booklet  and  Kead  the.  lntJwdu.ctonjy  page*. 
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NODULE  TWO 
PROJECT  MANAGEMENT  BASIC  PRINCIPLES 


Lesson  2"  Project  Definition 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 
1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 


Module  2 
Lesson  2 


2.1 


Lesson  2- -Project  Definition 
Introduction  to  Lesson 

This  lesson  contains  the  following  items.   Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. 

/  Page 

A.  Booklet  containing  the  following  items 

Introduction  to  lesson  ,2.1 

Overview  and  objectives   2.2 

Pretest.  .  .   2.3 

Lesson  abstract  and  content  outline   2.5 

Lesson  text   2.8 

Exercises  on  project  definition  *   2.14 

Post-test  .  .   i  2.20 

Additional  examples   2.22 

Reading  references.  .   .  .  .   2,26 

Lesson  Quality  Control  Form   i  .,   2.27 

B.  Set  of  Color  Slides  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  2- -Project  Definition." 

C.  Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques  of 
Project  Management,  Lesson  2- -Project  Definition." 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector  / 
.  projection  screen 

TIME  REQUIRED.   The  tape-slide  presentation  runs  approximately  11  minutes, 
the  exercise  takes  approximately  30  minutes.    About  one  hour  is  needed  to 
complete  the  entire  lesson. 
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Overview  and  Objpctives 

OVERVIEW 

In  the  previous  lesson  the  general  concept  of  project  management 
was  introduced,  several  terms  were  defined,  and  the  overall  sequence  of 
the  project  management  topics  was  explained.    Terms  important  to-  project 
management  are  also  defined  in  the  glossary  accompanying  this  module. 

This  lesson  is  concerned  with  defining  the  tasks  of  a  project. 
Subsequent  lessons  explain  how  to  place  these  tasks  in  proper  sequence , 
estimate  the  time  and  resources  needed  for  their  completion,  and  deter- 

i 

mine  the  budget  items  required. 
OBJECTIVES 

The  student  in  completing  this  lesson  should  be  able  to  create 
a  work  breakdown  chart I showing  goal,  missions,  and  tasks  arranged  in 
hierarchical  order  wheA  given  a  project  description  in  narrative  form. 
The  specific  objectives  of  the  lesson  are  as  follows: 

t 

1.  The  student  should  be  able  to  state  the  broad  overall  goal  of 

•  '  t 

a  project  when  given  a  [description  of  a  problem,  a  setting,  and  guidelines. 

2.  The  student  should  be  able  to  create  a  breakdown  of  a  given 
goal  statement  into  several  sub-goal  (mission)  statements. 

3.  The  student  sjhould  be  able  to  create  a  breakdown  of  several 
mission  statements  intcj  several  sub -mission  (task)  statements. 


"Ritad  tk<i  cU.Ae.cXX.oyi6  ion.  the.  p>ieXzAt  on 
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Pretest.-  '  ' 


VaazcUom:   Pteoae  take  time,  to  caKtiully  ajptoi^  choice, 
and  thxiil  {oJUe.  question*  glvzn  below,    ton.  tk%  wxttiplz  choice,  question*  • 
you  ate  to  clxcle  one  cotuizct  on  beajt  aMvoex  (A,8,C,  6n  VI,  and  ion  the. 
tAae.  and  iaJUe.  you  one.  to  Indicate  tfie.  ao/vitct  *e4jtfpH&e  with  the.  leXtex 

T  o^t  F.  .  \  »  ,i 

Plea&e.  mite,  the  lo&t  {ouk  dlglt&  otf  youA.  Social  $e.cwUXy  numbeA  on  thz  . 
line  below  &o  that  the  page*  can  be  Identified  In  thz  even*  thejy,  be- 
come 4>epaAatzdJ      ..  '  •*  . 
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1.  '  What  categories  of  decisions  are  of  chief  concern  in  project 

definition? 

A.  Goals  and  objectives  of  the  project 

B.  Procedures  for  conducting  project 

C.  Relationships  to  other  school  offices  and  programs 

D.  Target  audience  /  • 

2.  Project  definition  is  considered  to  be  the  most  crucial  step  in 
what  phase  of  tht  life  cycle  of  a  project? 

A.  Operational  control 

B.  Planning 

C.  Evaluation 

D.  Termination 


3.  What  types  or  forms  of  logic  is  used  in  developing  the;  project 
objectives? 

A.  Inductive 

B.  Deductive 

C.  Both  inductive  and  deductive 

D.  Neither  inductive  or  deductive 

4.  ^What  is  the  main  function  or  purpose  of  a  work  breakdown  structure? 

A.  Summarize  co£t  and  schedule  data 

B.  Define  precisely  the  essential  tasks  for  accomplishment  of  the 
overall  project  goal 

C.  Relate  various  objectives  to  the  work  schedule 

D.  Summarize  evaluation  data 
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5.  What,  is  the  lowest  level  of  the  work  breakdown  structure? 

A.  Event  sub -division 

B.  Task  or  activity 

C.  Work  package 

D.  Network 

6.  Why  is  it  important  to  carefully  prepare  the  project  definition? 

A.  It  is  use-1  as  a  basis  for  funding  decision 

B.  It  is  the  foundation  -mon  which  all  subsequent  project  effort 
is  built 

C.  It  is  the  primary  basis  for  staff  assignments 

D.  It  is  the  foundation  upon  which  important  documents  are. prepared 

7.  The  project  definition  process  is  analogus  to  what  activity  in 
systems  thinking? 

A.  Analysis 

B.  Management  - 

C.  Synthesis 

D.  Engineering 

8.  What  is  the  chief  product  or  output  of  the  project  definition  process' 

A.  Work  breakdown  structure 
B   Network  diagram 

C.  Time-table  of  events 

D.  Personnel  assignments 

9.  Who  should  be  involved  in  the  development  of  the  project  definition? 

A.  All  project  staff 

B.  The  project  management  and  outside  consultants 

C.  Only  project  manager 

D.  The  project  management  and  selected  project  staff 


Indicate  whQ.tkoA  tk<L  t>ta£wtnU  U&t&d  be£otu  am  tnua  on  lalte  by  wUtuig 
a  T  on  F  on  the.  tine. 


10.  The  concept  of  goal  incorporates  the  idea  of  the  end  product 
of  the  effort. 

11.   a  work  package  is  a  task  or  set  of  sub-tasks  whose  accomplishment 

will  contribute  to  the  finished  product  identified  by  the 
project  goal . 

12.  A  work  package  should  be  associated  with  two  or  three  persons. 
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13.  The  task  or  sub-task  is  the  basic  unit  of  the  project  goal. 

14.  The  first  sub-division  of  the  goal  is  often  termed  task. 

15.   The  accomplishment  of  all  the  lower  level  tasks  results  in  the 

attainment  of  the  project  goal(s). 


Tu/iyi  tke.  pagt  and  .chzck  youJi  anAW&u. 


■9  * 
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Lesson  2- -Project  Definition 
Directions  Following  Lesson  Pretest 


direction* :  The  coxa  act  answer*  to  Lesson  1  pretest  are.  tinted  down 
the  flight  margin.    Check  youA  correct  responses ,   ' 


VAjn.actl.oyiA.:    l{\,you  answered  f-^ve  ok  le*s  Question 
corrkcJtZij  t  you  have,  not.  acceptably  demonstrated  knowl- 
edge oh  ihe  project  do^iyiitAjon  process  and  should  Head 
tlie  lesson  abstract  and  content  outtine  on  page*  2.5 
and  2.6.    Then  begin  the  tape-slide  presentation  by. 
Wining  to  the  instructions  on  page  2.7.- 

1$  you  answered  thirteen  ok  more  question* 
correctly ,  you  have  acceptably  dem .  nstrated  knowledge 
oft  the  project  definition  process  and  should  Head  tlie 
lesson  abstract  an*d  content  outtine  on  page  2.5.  Then 
U  you  desire  to  skip  the  tape-slide  presentation,  you 
may  do  so  by  proceeding  directly  to  the  practice  exer- 
cise on  page  2.14.    If  you  do  desire  to  view  the 
tape- A  tide  presentation,  turn  to  the  instruction*  on 
page  2. 1   


Miltiple  Clioic 
].  A 


• 


2 .  B 


3.  C 

4.  B 

5.  C 

6.  B 

7.  A 

8.  A 

9.  D 

True/False 

10.  T 

11.  T 

12.  F 

13.  T 

14.  F 

15.  T 
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Lesson  ^--Project  Definition 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Project  definition  is  the  activity  concerned  with  describing  a 
project.  This  activity  involves  specifying  a  project  boundary  and 
identifying  these  features  of  an  educational  problem  area  of  concern 
which  are  to  be  dealt  with  by  the  project.  The  description  includes 
all  the  statements  of  objectives  which  are  intrinsic  to  the  activity 
being  developed  and  explains  the  broad  to  specific  nature  of  the 
various' statements . 

CONTENT  OUTLINE 

A.  Project  definition  is  the  effort  involved  with  describir- 
a  project.    This  description  includes: 

1.  the  general  nature  of  a  problem  area, 

2.  the  setting  for  the  project, 

3.  a  needs  assessment, 

4 .  an  itemization  of  constraints ,  and 

5.  the  list  of  objectives. 

B.  The  second  activity  in  defining  a  project  is  a  hierarchical 
ordering  of  the  project  objectives.  These  objectives  are  . 
listed  in  order  from  the  most  general  to  the  most  specific. 

.  1.  A  goal  is  the  broadest  statement  about  the  project. 

2.  Mission  statements  are  the  first  level  set  of  objective 
statements  which  together  describe  the  overall  goal. 

3.  Tasks  are  a  second  level  set  of  objective  statements.  A 
set  of  tasks  completely  describes  a  mission. 

4.  Subtasks    are  specific  statements  which  subdivide  a  given 
task. 

C.  The  process  for  developing  goal-mission- task  hierarchy  can 
be  of  various  types : 

1.    A  deductive  process  of  developing  the  hierarchy  is  one 
where  statement,  specification  begins  with  the  project 
goal  statement. 


2.  An  inductive  process  of  developing  the  hierarchy  is  one 
where  statement  specification  begins  with  a  set  of  spe- 
cific statements  and  builds. 

3.  Often  in  practice  a  combination  inductive  and  deductive 
process  is  used. 

Various  procedures  are  used  in  defining  a  project. 

1.  The  cooperative  effort  of  three  to  six  people  is  best. 

2.  Careful  attention  to  the  definition  effort  is  important 
as  the  definition  is  a  foundation  for  all  subsequent 
project  work. 

3.  Proper  definition  of  the  project  permits  a  correct 
delineation  of  necessary  tasks  and  subsequently  allows 
for  efficiency  during  project  operations. 

4.  There  is  a  need  for  precise  task  descriptions  which 
specify  the  exact  nature  of  work  and  the  level  of  per- 
formance required  for  the  task. 

5.  Project  definition  procedures  are  similar  to  systems 
analysis  techniques. 

a.  The  boundary  includes  essential  project  elements. 

b.  Subsystems  and  components  are  identified. 

c.  Systems  can  be  used  for  analogies. 
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» 

,  Lesson  2- -Project  Definition  . 
Instructions  * 

» 

7.    SeX  up  the  n.e.con.deA.,  ptioje.eX.oi,  and  .Ac/ieen. 

2.  Place,  the.  caKouhel  6li.de.  tnay  onto  the.  pfioie.cX.on.  and  advance,  the. 
tAay  to  the.  Alide.  motfeed  Module.  2--Bd6ic  PnincipleA  and  Technique* 
of  Pn.oje.ct  Management,  Le44on  2--Pnoje.ct  Definition, 

3.  Place,  the.  caA&eXXe.  tape  ion.  tkU  leAton  into  the.  n.e.cdndeA  and  n.wind 
to  the.  n.ewind  6 top, 

4     StanX  the.  n.e.con.deA  and  advance,  the.  i>lidu  wiXh  the.  "change  tone.," 
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Lesson  2- -Project  Definition 
Lesson  Text 

Introduction 

This  lesson  is  the  first  of  five  lessons  dealing  with  the  project 
planning  phase  of  the  project  management  process,    ihe  project  planning  phase 
includes  the  following  activities:    (1)  defining  the  project  in  terms  of  its 
goals  and  specifying  the  work  to  be  done,  (2)  describing  the  flow  of  the  work 

or  tasks,  (3)  estimating  time,  (4)  allocating  resources,  and  (5)  preparing  a 

v. 

budget . 

The  activity  concerned  with  the  setting  of  goals  and  the  specification 
of  the  work  to  be  done  on  the  project  is  referred  to  as  project  definition. 
The  project  definition  activity  is  the  first  step  in  project  planning  and 
forms  the  foundation  upon  which  subsequent  steps  are  based.    The  overall 
success  of  a  project  is  to  a  large  extent  determined  by  the  care  given  to  de- 
fining the  nature  of  project  under  consideration.    Therefore,  this  activity 
is  a  critical  step  in  project  planning. 

Project  definition  is  a  process  of  expressing  in  written  form  the  project 
goal  or  end  product,  the  missions  (major  tasks)  which  will  be  undertaken 
to  achieve  the  overall  goal,  and  the  tasks  necessary  to  accomplish  the 
missions.    The  placing  of  tasks  missions  and  goals  into  a  hierarchy  (goal- 
mission-task)  helps  to  order  the  work  that  is  considered  essential  for  the 
successful  completion  of  the  project.    The  product  of  the  project  definition 
phase  is  referred  to  as  the  work  breakdown  structure  (WBS) . 

Work  Breakdown  Structure  (WBS) 

The  work  breakdown  structure  can  be  developed  by  proceeding  deductively 
from  the  overall  objoctive  or  project  goal  statement.    This  process  involves 
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writing  additional  objectivesor  tasks  that  arc  more  specific  or  detailed  and 
smaller  in  scope.    The  hierarchy  can  also  be  developed  inductively  by  listing 
a  relatively  large  number  of  specific  objectives  or  tasks  subordinate  to  the 
overall  project  goal  and  then  grouping  relateu  objectives  and  tasks  into 
larger  and  larger  aggregates,  until  the  overall  project  goal  is  reached.  1 
Another  method  involves  using  both  the  ded  'Ctiv?  and  inductiva  approaches. 
This  is  accomplished  by  starting  v\ ith  both  an  cverall.  project  goal  and  a  large 
list  of  specific  objectives  or  tasks  and  shifting  between  the  two  approaches 

until  the  entire  hierarchy  is'  completed. 

The  different  levels  in  the  hierarchy  of  mo  joe  I  objectives,  and  task- 
represent  different  levels  of  specificity  in  describing  the  project.  The 
overall  project  goal  is  at  the  top  or  first  Je-ei  of  the  hierarchy.  tThe 
first  subdivision  of  this  goal  is  into  what  are  often  termed  missions.  Each 
mission  at  this  second  level  in  the  hierarchy  represents  the  accomplishment 
of  a  set  of  interrelated  and  interdependent  objectives  or  tasks.  Objectives 
found  at  the  third  level  are  usually  called  tasks.    A  task  may  be  a  segment 
of  work  assigned  to  a  single  person  or  it  may  require  the  efforts  of  several 
persons.    If  the  ta^k  is  too  large,  it  can  be  further  sub-divided  into  two 
or "more  smaller  segments  called  sub- tasks.    The  lowest  level  of  this  hierar- 
chy or  goal -miss  ion- task  breakdown  shouh!  ir..Jiute  the  o-.oatial  tasks  for 
the  accomplishment  of  the  overall  [■reject        '  .         e.-  .   de  ;»f  a  W!V.  is  pre- 
sented in  Figure  " 1 . 

A  WBS  is  analogous  to  the  functional    l«  '  -c:  ■'••!•  ::>.»'::i 

ment  c«J  a  school  system.    l;oi  t o.xmiple,  cor... u.  -r  (!„•  s<  ;  ••!    •;•   '•  e-i:,         ::i  . 
tional  chart  presented  in  Figure  *2.    The  scope  of  woik,  ;'ulh-»rit»  .  a,...: 
responsibility  is  reduced  as  one  move  •  down  the  chart  ..    Vh"  a.v-  mpl  ishinciiii 
of  all  tasks  at  each  level  presum'  )ly  results  m  the  attainment  of  all  wort 
at  the  next  higher  level. 
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Develop  Achievement  Test 
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Develop  Test  Booklet 


Write  Test  Plan 


Create  Item 
Pool 


Test  Forms 


Write  Items 


Test  and  Revise  Items 


Develop  Accessory  Material 


Level  1 


Write  Manual 


Create  Answer 
,  Sheets  • 


Devise  Scoring 
Procedure 


Level  2 


Level  3 


Figure  fll--Work  Breakdown  Structure  for  Developing  an  Achievement  Test 


105 


106 


Module  2 
Lesson  2 


Medical  Dent. 


Data 

Process  i.i/ 


Superintendent 


Delegated 


Bus i ness  Se rv ices 


Buildings  and 
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Authority 


Personnel  Dept. 


Food 
Services 


2.9b 


Program  Operations 


High 
School 


Curriculum  Dept. 


Middle  Schopl 


lilementarv  Scliool 


!  i«-.iro  »1-  \ 


vp  i  La  I  School.  iD^nriyt  junctional  Organizati^  jjmrt 
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Project  Definition  Process 

the  process  and  procedures  used  in  the  definition  of  a  project  are  simi- 
lar to  the  techniques  used  in  basic  outlining  procedures  or  in  the  analysis 

•  /' 

procedures  used  in  a  systems  approach.    System  analysis  is  concerned  with 
dividing  an  overall  system  into  subsystems  and  eachx subsystem  into  its  sub- 
ordinate  subsystems.    This  analysis  or  breakdown  is  continued  until  a  level 
of  subsystem  is  reached  which  has  a  simple  component  with  a  relatively  simple 
purpose. 

For  example,  the  analogy  between  system  analysis  and  project  definition 
can  be  seen  by  viewing  a  house  as  a  shelter  system  with  floors,  walls  and  a 
roof  as  its  boundaries.    The  overall  goal  of  a  project  is  analogous  to  the 
overall  system.    If  the  goal  of  the  project  is  to  have  a  warm  dry  place  to 
sleep,  a  good  house  represents  such  a  system.    The  missions  of  the  project 
are  analogous  to  first-order  subsystems.  .In  this  analogy  the  missions  are 
>    have  heat,  dry  space,  and  sleeping  area.    The  tasks  of  the  project  are 
•  •    ogous  to  second-level  subsystems.    Such  tasks  include  having  a  furnace, 
heat  distribution  system,  temperature  control,  etc.    The' sub- tasks  of.  the 
project  are  analogous  to  third-order  subsystems.    In  the  analogy,  the  sub-. 
•  tasks  are  to  have  a  furnace  with  gas  or  oil  input  lines,  ignition,  a  com- 
bustion box,  and  safety  controls.    The  various  furnace  components  are  anal- 
ogous to  these  sub- tasks  of  the  project. 

;.        As  illustrated  by  this  analogy,  the  project  definition  process  consists 
of  analyzing  or  breaking  down  the  overall  project  goal  into  smaller  or  more 
specific  objectives  and  tasks.    This  process  continues  until  a  work  breakdown 
structure  has  been  constructed  with  tasks  or  sub- tasks  appearing  at  the  low- 
est level  in  the  hierarchy.    These  tasks  or  sub- tasks  can  usually  be  prepared 
by  a  single  person  with  a  limited  amount  of  resources. 


109 


Module  2 

Lesson  2  2.11 

The  definition  of  a  project  should  be  accomplished  through  the  coopera- 
tive  effort  of  some  of  the  important  individuals  who  will  be  involved  with 
the  project.    Commitment  to  the  goal  and  objectives  of  the  project  by  those 
persons  responsible  for  major  work  efforts  will  certainly  enhance  the  likeli- 
hood of  positive  achievement  during  the  operation  of  the  project.   A  group  of 
from  three  to  six  is  of  sufficient  size  to  generate  alternative  ideas  about 
the  goal,  mission,  and  task  statements,  while  not  being  so  large  a  group  that 
ultimate  consensus  becomes  extremely  difficult  to  attain.    The  project  defin- 
ition, as  developed  by  this  small  project  planning  group,  can  be  submitted 
to  the  entire  project  staff  for  additional  comments  anH  suggestions. 

The  careful  definition  of  the  project  is  important  because  it  is  the 
foundation  upon  which  all  subsequent  project  effort  will  be  built  and  upon 
which  the  project  will  be  evaluated.    In  addition,  the  effort  expended  in 
defining  the  project  will  be  rewarded  in  later  phases  of  the  project  by  the 
reduction  of  the  likelihood  of  performing  unnecessary  tasks,  duplicating 
activities,  or  performing  tasks  incorrectly. 

Work  Packages 

Often  several  tasks  or  sub- tasks  in  a  WBS  are  grouped  together  for  the 
purpose  of  identifying  pieces  of  work  that  will  serve  as  the  basic  units  of 
later  project  planning  and  control  activities.    These  units,  called  work 
packages ,  each  represent  a  specific  job  with  an  identifiable  output  or  prod- 
uct that  contributes  to  the  accomplishment  of  the  overall  project  goal.  They 
are  the  lowest  level  of  work,  along  with  schedules  and  costs  that  will  be 
monitored  and  controlled  by  the  project  director.    The  hierarchical  combina- 
tion of  all  work  packages  plus  the  overall  management  activity  equals  the 
total  work  effort  required  to  accomplish  the  project  goal. 
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In  specifying  work  packages  an  effort  should  be  made  to  insure  that 
they  are  clearly  defined,  represent  a  manageable  amount  of  work  for  a  few 
persons  or  small  organizational  unit,  can  be  completed  in  a  relatively  short 
period  of  time  and  have  definite  start  and  completion  points.    It  is  espec- 
ially important  that  work  packages  be  defined  so  that  they  are  meaningful  to  % 
the  people  who  will  perform  the  work  and  will  facilitate  the  development  of 
specifications  for  the  work  that  is  to  be  done.    A  helpful  technique  in  the 
development  of  work  specifications  is  to  determine  the  inputs  needed  to  do 
the  work,  analyze  the  processes  involved  in  doing  the  work  and  identify  the 
required  outputs  of  the  completed  work  package.    Work  specifications  should 
include  a  statement  of  standards,  i.e.,  the  quality  or  degree  of  completeness 
required.    The  work  specification  or  set  of  standards  can  then  be  used' as  a 
measure  of  success,  and  it  is  often  referred  to  as  a  performance  criterion. 

Work  packages  usually  appear  at  the  lowest  level  in  a  WBS.    Work  pack- 
ages or  task  descriptions  usually  include  an  action  verb  and  an  object  noun, 
(e.g.,  revise  reading  program,  evaluate  revised  reading  program,  etc.). 
Since  many  of  the  crucial'  project  activities  appear  at  the  task  or  sub-task 
level  in  a  work  breakdown  structure,  it  is  imperative  that  each  task  be  well 
delineated.    On  the  other  hand,  the  task  description  should  not  be  so  exten- 
sive that  it  produces  overly  simplified  steps. 

Summary 

Project  definition  is  performed  by  a  small  group  of  project  staff  persons 
who  will,  consequently,  be  more  likely  to  support  the  project.    The  staff 
precisely  defines  the  nature  of  the  final  product  and  includes  all  activities 
which  are  required  to  achieve  the  project  goal.    The  goal  statement,  and  re- 
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lated  mission  and  task  statements,  are  precisely  developed,  so  that  the  goal- 
mission-  task  hierarchy  is  clearly  established.    The  tasks  are  delineated  in 
sufficient  detail  so  that  information  about  the  work  effort  is  clear,  con- 
cise, and  explicit. 


Read  tkz  gmeAal  bitwxXXan  ioK 
Ex&icaa&a  A  and  B  on  P.  2.14 
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Lesson  2 

Lesson  2- -Project  Definition 
General  Situation  for  Exercises  A  and  B 


The  Superintendent  of  Metropolitan  School  District  has  made  a 
tentative  decision  to  hold  a  workshop  in  conjunction  with  a  Title  III 
operation  for  the  purpose  of  instructing  classroom  teachers  on  how  to 
write  behavioral  objectives.    He  has  also  made  certain  initial  decisions 
with  regard  to  this  workshop.    The  workshop  will  be  held  for  r 
three  days  in  a  motel  about  30  miles  from  town  and  personnel  will 
stay  there  at  all  times.    A  pretest  and  post-test  will  be  included  as 
part  of  the  workshop.    Lesson  materials  and  exercises  will  be  made  avail- 
able for  participants.    The  teacher  participants  will  represent  each 
building  with  a  total  of  thirty  teachers  to  be  present.    The  planning 
staff  for  the  workshop  will  be  drawn  from  the  Office  of  Research  and 
[•valuation. 

You  have  been  assigned  as  Project  Manager  for  this  effort.  'Hie 
Superintendent  has  requested  that  you  submit  to  him  within  the  next 
few  days  a  plan  which  will  reflect  the  work  that  lias  to  be  done,  the 
schedule  to  be  followed,  the  resources  needed,  and  a  budget,  covering 
the  direct,  costs  of  the  project.    He  will  then  make  his  final  decision 
with  regard  to  the  workshop. 


Tuah  the.  pape  ion.  fc'xctccie  A. 
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i 

Lesson  2--Project  Definition 
Exercise  A 


k^t'oA  studying  thz  situation  dzAciibzd  on  the.  pizvicuA  page., 
you  oac  to  zAtabti&h  .t/ie  objzctivz  hizAOAchy.    Apmqqa  thz  quz6tLo\u> 
appzaxing  bzZow.    It  16  6uggzi>tzd  that  you  attow  appwxtmatzly  15 
minutes  ^on.  tkih  zx.zacjj>z.    When  completed  tuAn  thz  pagz. 


1.    Write  in  the  space  below  what  you  feel  is  the  major  over- 
all goal  (mission,  function,  objectives,  and/or  purpose) 
of  the  project. 


2.    Write  the  several  major  subgoals  (missions,  functions,  and/ 
or  purposes)  which  have  to  he  accomplished  in  order  to 
achieve  the  goal  you  state  above. 


3.    Identify  those  several  mipqr  tasks  which  have  to  be  accom- 
plished in  order  to  achieve  each  of  the  major  missions  you 
listed  above.    If  deemed  necessary,  you  nay  subdivide  some 
of  these  tasks  in  order  to  completely  define  the  project 
activity. 
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Lesson  2- -Project  Definition  * 

Exercise  A--Solution 


A  suggested  objective  hierarchy  ion.  the.  practice  exercise  Is 
given  below.    Tills  hierarchy  li  not  to  be  considered  tlie  solution, 
bat  rather  it  is  an  acceptable  one.    Check  youA  work  against  tills 
suggested  holu-ti.on.    Fec£  iree.  to  use  some  oi  these  objectives  aji 
worliing  Ixercae.  B.    Men  jlnlshed  .turn  the,  page.  , — ,  


1.  .  Write  in  the  space  below  what  you  feel  is  the  major  over- 
all goal  (mission,  function,  objectives,  and/or  purpose 
of  the  project. 

Answer:    The  goal  oi  -the  pioie.cZ  is  to  conduct  a  u)orkshop  ior  InStAuct- 
Ing  a  elected  teachers  In  the  procedures  oi  writing  behavioral  objectives. 


2.    Write  the  major  subgoals  Qnissions,  functions,  and/ 
or  purposes)  which  have  to  be  accomplished  in  older  to 
achieve  the  goal  you  state  above. 
Answer:    The.  major  subgoals  or  missions  oi  the  project  axe,: 

A.  The  projector  director  is  to  detect  or  assist  In  Selecting 
the  workshop  staii  and  the  participant*. 

B.  The  director  and  Staii        £°  develop  the  workshop  program. 

C.  The.  director  and  4ta.il  aKe  to  make  arrangements  ior  physical 
needs  oi  the  workshop. 


3.    Identify  those  several  minor  tasks  which  have  to  be  accom- 
plished in  order  to  achieve  each  of  the  major  missions  you 
listed  above.    If  deemed  necessary,  you  may  subdivide  some 
of  these  tasks  in  o^dpr  to  completely  "define  the  project 
activity.  s 

Answer:    The  sub-missions  on  tasks  oi  the  project  are: 

Aj.    AAAcmge  ion  and  select  the  Instructional  and  administrative 

staii. 

A2.    kKKange  ion  and  6 elect  the  teacher  parti.C4.panu . 

8/.  Develop  Instructional  strategy  In  terms  ofr  writing  Instruc- 
tional objectives,  writing  content  outlines,  and  developing  Instructional 
media  mateJvials. 

Bg.    develop  the  workshop  program  sciiedule  and  have  session 

agenda  printed. 

83.    Develop  evaluation  plan  ior  the  instructional  program. 

C 7 _ 4.    Make  the  arrangements  ior  the  workshop  In  terms  oi 
selecting  and  arranging  ior  hotel  accommodations ,  arranging  ior  transpor- 
tation, arranging  ior  the  workshop  session  space,  and  arranging  ior  audio 
visual  equipment  and  iacilities. 

Vi.    Conduct  a  ioU.ow-up  study  to  get  information  on  the 
dianged  behavior  oi  participants . 

p£.    Write  tlie  workshop  evaluation  and  summary  report. 
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Exercise  B 


Using  the.  XQAubU  oh  tlxe.  pn&vious  exeAcuo.  on  tetabluhing  the,  go  at- mid*  ion- task 
hieA.an.cluj,  you  ant  to  develop  the.  mnk  breakdown  stAuctuxe.  by  (timing  a  gfiaphicaS.  fitpxz- 
stntation  o\  the.  project  definition.-  'use.  as  many  le.vels  as  needed  in  oA.de*  to  show  all 
o&  tiit  uoKk  tiiat  has  to  be  done  in  oncex  to  accomplish  tlie.  pn.ojzct.    It  id  suggested 
that  you  allow  approximate! <j  ttn  minutes.    W/ien  linibhcd,  tunn  the.  page.. 
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Lesson  2         •»  +/ "  2.19 

Lesson  2- - 1  Yo^oct  Definition  ' 

Directions  and  Choices .Following  the  Practice  Exercise 

 a  :  ^^.j  

Baied  upon  the  * elfo evaluation  oh  y'aur  'performance  onltke  exercise, 
.you  nave.  either:  jl 

j 

A.    acc.zpta.bly  satisfied  the.  obje.cjU.ve.  otf  emoting  a  work  break- 
down chart  a^ter  having  been  given  a  narrative  del* eruption 
ofi  a  pn.oje.ct,  and  should  novo  turn  to  the.  post-teJ\t  found  on 
page  2.20.  \ 

'\ 

Additional  example*  on  cheating  work  breakdown  charts  one. 
found  beginning  on  page.  2.22.    Retfe*ence<J  for  additional 
reading  are.  lifted  on  pagt  2.26.  \ 

8.    not  *atL*lled  the  objective,  and  should  detect  one.  or\more  otf 
the  following  courses.  o&  action.  "%*s**s*^ 

J.    "li  your  ciiart  was  connect  except  for  the  lower  tasfv  level, 
then  either: 

a.  Study  the.  additional  example*  beginning  on  page 
2.22  and  then  rework  exercise  B  on  page  2.17. 

b.  Read  Chapter  Five  6 1  Educational  Project  Management 
by  Desmond  L.  Cook  and  then  rework.  exercise  B on 
page  2. 17. 

c.  Rework  exercise  B  on  page.  2.17. 

2.    Ifi  your  chart  wo*  not  cowed  at  the  upper  goal  or  mission 
level*,  tlien  either: 

a.  View  the  tilde- tape,  presentation',  Instruction*  are  on 
page  2.7.    A&ten  the  presentation,  rework,  exercise  B 
on  page.  2.17. 

b.  Read  the.  le*son  narrative  beginning  on  page.  2.8  and 
then  "rework  exeicit>c  B  on  page  2.17. 
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Lesson  2  • 

Lesson  2 —Project  Definition 
Post-Test 


Vvte-ctlom :    Ple.a&e.  take,  turn  to  caAtbulty  an&ueA  the.  multiple.  ckoA.cz  and 
tKuiHaliz  question*  given  below.  Von.  the.  multiple,  choice.  question*  you 
axe.  to  clKcle.  one  cokkzcI  ok  but  anweji  (A,8,C  ok  V)  and  ioK  tke'tme.  and 
ial&z  you  axe.  Zo~lndicat&  the  connect  Kupotee.  wlM  tkvleAteA  TjM  F. 

Plesue,  twite,  the  Za&t  iouK  digit*  oi  youK  Social  SccuKlty  munbcK  on  the. 
line,  below  *o  tkaZlfie.  page*  can  be  identified  In  the.  cveM  they  become.  . 
be&aKated   • 

1.  What  typf  s  or  forms  of  logic  is  used  in  developing  the  project  . 
objectives? 

A.  inductive 

B.  Deductive 

C.  Both  inductive  and  deductive 

D.  Neither  inductive  or  deductive 

2.  What  is  the  main  function  or  purpose  of  a  work  breakdown  structure? 

A.  Sunniarize  cos t\ and  schedule  data 

B.  Define  precisely  the  essential  tasks  for  accomplishment  of  the 
overall  project \ goal 

C.  Relate  various  objectives  to  the  work  schedule 

D.  Summarize  evaluation  data 

3 .  What  is  the  lowest  level  of  the  work  breakdown  structure? 

A.  Event  sub -division 

B.  Task  or  activity 

C.  Work  package 

D.  Network 

4.  Project  definition  is  considered  to  be  the  most  crucial  step'  in  what 
phase  of  the  life  cycle  of  a  project? 

A.  Operational  control 

B.  Planning 

C.  Evaluation 

D.  Termination 
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5.  What  categories  of  decisions  axe  of  chief  concern  in  project 
definition? 

A.  Goals  and  objectives, of  the  project 

B.  Procedures  for  conducting  project 

*  C.  Relationships  to  other  school  offices  and  programs 
D.  Target  audience 

6.  What  is  the  chief  product  or  output  of  the  project  definition  process? 

A.  Work  breakdown  structure/ 

B.  Network  diagram'        \  / 

C.  Timetable  of  events  \' 
,  D.  Personnel  assignments 

7.  Who  should  be  involved  in  the  development  of  the  project,  definition? 

A.  All  project  staff 

B.  The  project  management  and  outside  consultants 

C.  Only  project  manager 

D.  The  project  management  and  selected  project  staff 

8.  The  project  definition  process  is  analogus  to  what  activity  in 
systems  thinking? 

A.  Analysis 

B.  Management 

C.  Synthesis 

D.  Engineering  t. 

9.  Why  is  it  important  to  carefully  prepare  the' project  definition? 

A.  It  is  used  as  a  basis  for  funding  decision 

B.  It  is  the  foundation  upon  which  all  subsequent  project  effort  is  built 

C.  It  is  the  primary  basis  for  staff  assignments 

D.  It  is  the  foundation  upon  which  important  documents  are  prepared. 


Indicate.  uoketheA  the  UatemenU  ti&ted  below  oaz  tnae.  ok  {aUz  by  uiniting  a. 
T  ok  F  on  the  tinz. 
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10'.  The  accomplishment  of  all  the  lower  level  tasks  results  in  the  attain 

ment  of  the  project  goal(s) 

11.  The  first  sub-division  of  the  goal  is  often  termed  task. 

12;  The  task  or  sub-task  is  the  basic  unit  of  the  project  goal. 
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13.   A  work  package  should  be  associated  with  two  or  three  persons 

14.   A  work  package  is  a  task  or  set  of  sub-tasks  whose  accomplish  - 

raent  will  contribute  to  the  finished  product  identified  by  the 
project  goal. 

15.  The  concept  of  goal  incorporates  the  idea  of  the  end  product 
of  the  effort. 


\T&in  the.  page,  and  cktck  youA  antweAA 
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Lesson  2- -Project  Definition 
Directions  and  Choices  Following  Lesson  Post-Test 


ViAectiotex  The  coKKect  anbweA*  to  Le&ton  2  pobt-ttet  OKe*  lifted  down 
the  night  moKgin.    Check  youK  conxect  KteponAte.   ■■   


ViKection*:    If  you.  anbweAed  twelve,  tt  let>6  oueAtionA 
conxectly,  you  nave,  not  acce.pta.bly  demov&tKated 
knowledge  of  tlie  pH.oje.ct  definition  pKocet>6  and 
should  select  one.  ok  mono,  of  the.  fallowing  couteeA 
of  action. 

1.  View  the.  hlide-tape  pKeAentation  by  tuAning 
to  page.  2.7  and  pKoceeding.    kfteK  the.  pKe- 
Ae.ntati.on,  tuAn  to  the.  Lu&on  QualUy  Con- 
trol VoKm  on  page.  2.27. 

2.  Read  the.  leAton  noAKotive  beginning  on  page. 
2.8  and  then  tuKn  to  the.  LeA&on  OuatiXy 
ContKol  Vow  on  page.  2.27. 

3.  Read  ChapteA  Five,  of  Educational  PKoject  Man- 
agement by  Ve&mond  L.  Cook  and  then  tuKn  to 
the  Lu&on  Quality  ContKol  Torn  on  page  2.27. 

4.  Study  the  additional  example*  beginning  on  ^ 
page  2.22  and  then  tuKn  to  the  Let>&on  Quality 
ContKol  FcKm  on  page  2.27. 

5.  RewoKk  the  leAton  pobt-teAt  'and  then  tuKn  to  the 
Le&ton  Quality  ContKol  VoKm  on  page  2.27. 

V-iK&ctioni:    Jf  you  an&weAed  thirteen  ok  moKe  question*  coK- 
Kcctlu,  you  have  acceptably  demon&tKated  knowledge  of  the 
pKoject  definition  pKocet>t>  and  should  now  tixxn  to  the 
LeAton  Qaality  ContKol  VoKm  on  page  2.27.  Additional 
example*  on  cheating  woKk  bKeakdown  chaKtA  aKe  found 
beginning  on  page  2.22.    RefeAe.nc.e6  foK  additional  Head- 
ing one  kitted  on  page.  2.26.  m 
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Lesson  2- -Project  Definition 

Additional  Example  1 

The  Metropolitan  City  School  Board  has  voted  to  commence  planning 
action  for  construction  of  a  new  middle  school  building.    You  have  been 
designated  as  project  manager  for  planning  and  coordinating  the  con- 
struction of  the  building.    This  planning  includes  getting  teaching 
staff  suggestions  and  specifications  for  the  new  building,  site  selec- 
tion, architectural  plans,  construction  planning  and  equipment  procure- 
ment.   The  various  teachers'  committees,  the  central  office  staff,  and 
Mr.  Jones  of  the  Jones  $  Smith  Architect  firm  are  available  ,as  resource 
persons.    You  are  tc  establish  the  goal,  mission,  and  task  statements 
and  to  arrange  them  into  a  work  breakdown  s tincture.    You  are  to  report 
the  preliminary  project  definition  in  chart  form  to  the  next  school 
board  meeting. 

The  project  goal  is  that  the  Metropolitan  City  Middle  School 
building  w.wl  be  constructed  in  accordance  with  specifications  and 
ready  for  occupancy  on  the  projected  date. 

The  missions  of  the  project  include: 

A.  the  development  of  educational  specifications  for  the  building 

B.  the  selection  and  development  of  the  building  site. 

C.  the  development  of  the  architectural  and  engineering  plans. 

(and  so  on) 
The  tasks  of  the  project  involve: 

Aj.  the  development  and  collection  of  the  various  instructional 
and  service  department  requirements  for  the  building. 

A2.  the  consolidation  of  the  various  requirement  plans  into  one 
set  of  specifications. 

A3*,    the  approval  by  the  School  Board  of  the  specifications. 

Bi.  .  the  development  and  Board  approval  of  site  selection  proce- 
dures. 

(and  so  on)  v. 
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Lesson  2  2.24 

Lesson  2- -Project  Definition 
^  ,  Additional  Example  2 

General  Situation: 

The  Metropolitan  School  District  has  received  a  request  for  pro- 
posal from  the  Educational  Research  Laboratory  which  is  a  department 
of  the  United  States  Office  of  Education.    This  request  asks  for  a 
research  design  concerning  the  effectiveness  of  self- instructional 
materials  in  teaching  statistics  at  the  high  school  level.    You  are  to 
plan  the  various  goal,  missions  or  tasks  necessary  for  the  research 
design.    The  self- instructional  materials  and  the  materials  for  three 
teacher- led  classes  will  be  supplied.    You  are  to  prepare  the  research 
including  a  chart  which  shows  the  work  breakdown  structure  of  the  goal- 
mission-task  hierarchy. 

The  overall  goal  is  the  development  of  a  plan  for  van  experimental 
project. 

The  various  missions  include: 

A.  the  definition  of  the  problem  statement. 

B.  the  development  of  the  research  design. 

C.  the  specification  of  the  procedures  for  assigning  subjects 
to  the  various  groups. 

(and  so  on) 

The  tasks  of  the  project  include: 

B^.  the  specification  of  the  treatments  which  are  variable  across 

the  groups  of  subjects. 
B2.  the  development  of  the  method  which  is  to  be  used  in  the 

analysis. 

Bj.  the  preparation  of  the  work  guide  which  controls  the  experi- 
ment. 

(and  so  on) 
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Adapted  from  D.  L.  Cook,  Program  Evaluation  and  Review  Technique,  U.  S.  Government 
Printing  Office,  19557 
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Lesson  2- -Project  Definition 
Reading  References 


Additional  knowledge  about  defining  the  project  and  specifying 

project  objectives  can  be  obtained  by  reading  from  the  .references  cited 

r  ■  '  - 

belcjw.  . 


Archibald,  R.  D. ,  and  R.  L.  Villoria.    Network- Based  Management  Systems. 
LNew  York:   John  Wiley  and  Sons,  Inc. ,  1967,  Chapter  2. 

i 

Baumtartner;  J.  S.    Project  Management.    Hcmewood,  111.:    Richard  D.; 
I  Irwin,  Inc.,  1963,  Chapter  2. 

CookL  Desmond  L.    Educational  Project  Management.    Columbus,  Ohio: 
I  Charles  E.  Merrill,  1971,  Chapter  5. 

WoodgWte,  H.  S.    Planning  by  Network.    Second  Edition.  '  London,  England: 
iiness  Publications  ,  Ltd. ,  1967,  Chapter  12. 
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Lesson  2 --Project  Definition 


Lesson  Quality  Control  Form 


Vineeticnt,:    Vteate  take  time  to  coAefulty  an&weA  the  fouK  question*  given 
be  tow,    VouA  amwcAA  will  pAovide  valuable  infoAfnation  foA  the,  nevi&ion  and 
imptovement  of  thU  teuton.    Feel  fAee  to  mite  additional  comment*  oa 
ne commendation*  on  the.  back  o$  tha>  $oAm.    VouA  At&pon&e*  will  be  kept 
stni.cUu  confidential.    Pleate  wnite  the  latt  fouA  digit*  of  youA  ^  Social 
Senility  numbct  on  the  tine  below  -60  that  the  page*  can  be.  identified  in 
the  event  they  become  6epaAated  . 

Thank  you  foi  youA  aaiAtance. 


1-.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


1.    What  do  you  feel  is  the  most  positive  aspect  of .  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


TuAn  the  page  and  proceed 
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Lesson  2--Project  Definition 


Terra  i  nat.  i  on  1  ns  t.  ruct  i  ons 


Upon  completion  of  the,  L&b&on  Quality  Control  lohrn,  you  oKe.  tot 

V  '  t 

Tqax  oat  and  staple,  thz  page*  0$  the  LeAAon  Quatitij  ContAol  Tom, 
Place  the,  fonm  in  the  special  envelope,  provided.  ^  , 

Mail  the  envelope  to  ReAeaich  Ion.  Betten  SchooU,  Inc.,  Suite  1700  * 
TW  Market  S&ieet,  Philadelphia,  Venntylvayiia  19103. 

This*  leMiOn  on  project  definition  it>  now  completed.    LeA&on  3  entitled 
"Monk  flow"  iA  the  next  leA&on  in  the,  sequence)  you  afie  advibed  to  locate 
the  leAAon  booklet  and  Head  the  inttioductotuj  page*.  
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Research  for  Better  Schools,  Inc. 
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Lesson  3- -Developing  a  Work  Flow 


Introduction  to  Lesson 


A.    Booklet  containing  the  following  items 


Introduction  to  lesson  

Overview  and  objectives  .  .  .  . 

Pretest  *  

Lesson  abstract  and  content  outline 

Lesson  text  

Exercises  on  work  flow  development. 

Post -Test   

Additional  examples   

Reading  references.  .  .   

Lesson  Quality  Control  Form  .  .  .  . 


3.1 

3.2 

3.4 

3.6 

3.10 

3.18 

3.32 

3.34 

3.38 

3.39 


P.    Set  of  Color  Slides  entitled  "Module  2— Basic  Principles  and  Tech- 
niques  of  Project  Management,  Lesson  3- -Developing  a  Work  Flow." 

C.    Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  3- -Developing  a  Work  Flow." 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 
coin  or  compass  to  draw  circles 

TIME  REQUIRED.    The  tape-slide  presentation  runs  approximately  13 
minutes,  the  exercises  take  approximately  60  minutes,  and  about  90  . 
minutes  is  needed  to  complete  the  entire  lesson. 
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Lesson  3--*  veloping'a  Work  Flow 
Overview  and  Objectives 


OVERVIEW 


The  previous  lesson,  presented  the  first  step  in  the  project  plan- 
ning phase --that  of  project  definition.   That  step  was  concerned  with 
establishing  the  goal,  mission,  and  tasks  for  the  project.   The  end 
product  of  this  phase  was  the  work  breakdown  structure. 

This  lesson  is  concerned  with  the  process  of  developing  a  graphi- 


cal renresentation  which  shows  the 


i logical  sequence  or  order  as  to  when 

r 

each  task  in  the  project  will  be  accomplished  in  order  to  achieve  the 
overall  project  objective.    The  lesson  represents  the  activities  involved 
in  carrying  out  the  second  step  of  the  project  planning  phase. 
OBJECTIVES 

As  a  consequence  of  completing  this  lesson,  the  student  should  be 
able  to  create  a  proposed  work  flow  in  a  graphical  manner  when  given  a 
work  breakdown  structure  for  a  project. 

The  specific  objectives  of  the  lesson  are  as  follows: 

1.  The  student  should  be  able  to  draw  a  work  flow 

2.  The  student  should  be'  able  to  check  and  correct  a  given  work- 
flow chart  for  compS&eness  and  logical  order  by  tracing  an  example  of 
tasks  through  the  work  flow. 

3.  The  student  should  be  able  to  rearrange  the  logic  flow  in  a 
given  faulty  work  flow  bv  using  a  variety  of  techniques  for  adjustment 
so  that  the  work  flow  accomplishes  the  overall  goal. 

'4.    The  student  should  be  able  to  designate  from  a  given  work 
flow  and  work  breakdown  structure  those  significant  noints  of  accom- 
plishment which  are  designated  as  milestones. 
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*  -5.    The  student  should  he  ah.le  to  create  a  complete  and  logical 

work  flow  chart,  including  milestones,  given  a  work  Vi,oakdown  structure. 


Complztz  £k&  pi&teAt  on  thz  fiollotMing 
page. 
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Lesson  3- -Developing  a  Work  Flow 
Pretest 


Vlnection&t    Plca&e.  take.  time,  to  ca/i^ulty  cmvwi  the.  multiple,  choice, 
and  tKuel  {albe  question*  given  beJLovo.    Von.  the,  muJUiple  choice.  question* 
you  axe  to  elude,  one  connect  ok.  be*t  an&weA  (A,8,C  ok  V) ,  and  ion.  the. 
tnue  and  $dl&e.  you  axe  to  Indicate,  the.  connect  nuponte.  uuJth  the.  littoi 
■  T  on  V. 

Vlea&e  mitt  the.  Za&t  Ioua  digit*  of  youn  Social  Secunlty  numben.  on  the, 
line  below  40  that  the.  page*  can  be.  Identified  In  the.  event  they  become 
Acpanated   _. 


1.  What  is  the  major  function  or  purpose  of  the  project  work  flow? 

A.  To  present  a  visual  display  of  the  sequential  arrangement  of  the 
various  tasks  determined  in  the  project  definition 

B.  To  aid  in  highlighting  major  gains  in  the  project 

C.  To  display  the  various  events  in  the  project  operation 

D.  To  display  the  various  tasks  and  events  in  the  project  prepara- 
tion phase  0 

2.  Activity  diagrams  are  especially  useful  when  the  project  involves: 

A.  Many  different  personnel  working  on  project  activities 

B.  Relatively  few  activities 

C.  Many  activities 

D.  Little  consideration  among  individuals  and  departments  within 
the  school  district 

3.  What  criteria  is  usually  used  for  defining  an  event? 

A.  Have  a  schedule  data 

B.  Focus  upon  tasks 

C.  Represent  a  clearly  difinable  point  of  occurrence 

D.  Enables  the  planner  to  associate  responsibilities  and  activities 

"v 

4.  What  type  or  category  of  work  flow  focuses  upon  the  start  jnd  finish 
of  the  tasks? 

A.  Activity -oriented  diagram 

B.  Event -oriented  diagram  . 

C.  Bar  diagram 

D.  Gantt  Chart 
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5.  In  an  "activity- oriented"  werk  flow,  where  is  the  major^ocus  placed? 

A.  Only  on  the  start  of  the  tasks 

B.  Tasks  or  activities  vwhich  have  to  be  accomplished 

C.  Only  on  the  finish  or  completion  of  tasks 

D.  On  both  the  start  and  finish  of  tasks 

6.  The  project  \<ork  How  clearly  represents  what  characteristics  of 
project  tasks? 

:     A.  Only  sequence 

B.  Only  sequence  and  constraints 

C.  Only  sequence  and  interdependences 

D.  Sequence,  constraints  and  inter  dependencies  «. 

7.  To  what  subsequent  steps  does  the  work  flow  diagram, provide  a 
basis  in  the  .project  planning  process? 

A.  Time  estimating,  scheduling  and  costing 

B.  Reporting  and  transferring  personnel,  records  and  equipment 

C.  Determining  personnel,  equipment  and  materials 

D.  Analyzing  problems  and  implementing  decisions 

8.  Why  is  the  development  of  work  flow  important  to  a  project? 

A.  Helps  to  formulate  the  plan  for  the  project  effort 

B.  Aids  in  highlighting  major  project  problems  • 

C.  Serves  as  a  project  operations  guide  for  the  superintendent  and 
his  assistants 

D.  Represents  points  of  divergence  in  the  project  plan 

9.  What  is  the  chief  function  of  milestone  event? 

A.  Signals  a  major  accomplishment  or  completion  point  in  the  project 

B.  Provides  the  basis  for  resource  estimation 

C.  Serves  as  a  guide  for  personnel  recruitment 

D.  Represents  the  completion  of  the  project 


Indicate.  voneXlieA  the.  &tatemzntb  lUted  beZow  axe.  txae  on  laUe.  by  witting 
a.  T  on.  F  on  the.  tine.. 


10.  The  work  flow  diagram  serves  as  a  communication  mediun  be- 
tween  project  personnel. 

11.   An  event  specifies  only  the  start  of  an  activity 

12.  Activities  or  tasks  consume  both  time  and  resources. 
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13.   In  the  development  of  event -oriented  networks  or  flow  diagrams 

arrows  are  used  to  represent  activities. 

14.   In  flow  diagrams  triangles  are  used  to  represent  tasks. 

15.  The  development  of  a  network  can  be  acconplished  by  starting 
with  the  last  task  and  working  toward    the  first  task. 


Tu/in  the.  page,  and  check  youJi  aniu)eA6 , 
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Lesson  3- -Developing  a  Work  Flow 
Directions  Following  Lesson  Pretest 


directions  :   The  correct  answers  to  LeS6on  3  pretest  are  listed  down 
the  flight  margin.    Check  your  correct  responses.  In  scoring,  your  answer, 
Jii  any  part  of  your  response  is  incorrect,  the  whole  item  is  incorrect 
for  purposes  of  evaluating     ^pretest  performance.  ;  


directions :    7^  you  answered  twelve  or  less  questions 
correctly,  you  have,  not  acceptably  demonstrated  • 
knowledge  of  the.  process  of  developing  a  work  flow 
and  mould  lead  the.  lesbon  abstract  and  content 
outline  beginning  on  page  3.6.    Then  begin  the. 
content  presentation  by  turning  to  the.  Instruc- 
tions on  page  3.9. 

ViMzctiows :    If  you  answered  thirteen  on.  mom  question* 
correctly,  you  have  acceptably  demonstrated  knowl- 
edge, of,  the.  work  blow  development  process  and 
would  read  the.  lesson  abstract  and  content  out- 
line, on  page.  3.6.    Then  if  you  desire  to  skip  the  . 
content  presentation,  you  may  do  so  by  proceeding 
directly  to  the  practice  exercise  on  page 
If  you  do  desire  to  view  the  content  presentation 
turn  to  the  Instruction*  on  page  3.9. 


Multiple  Choice 

1.  A 

2.  C 

3.  C 

4.  B  - 

5.  B 

6.  D 

7.  A  « 

8.  A 

9.  A 

True/False 

10.  T 

11.  F 

12.  T 

13.  T 

14.  F 

15.  F 
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Lesson  3- -Developing  a  Work  Flow 
Lesson  Abstract  and  Content  Outline 


ABSTRACT 

The  concept  of  work  flow  is  defined  and  its  relationship  to  the 
overall  project  planning  phase  established.    Basic  principles  of  con- 
struction and  commonly  used  symbols  are  presented.    Emphasis  is  given 
to  the  use  of  event -oriented  and  activity-oriented  network  diagrams  or 
charts  as  a  means  of  showing  the  sequence  and  logical  order  in  which 
project  tasks  identified  in  the  work  breakdown  structure  or  project 
definition  step  must  be  accomplished.    The  importance  of  the  graphical 
representation  as  a  logical  tool,  a  communication  device,  .and  a  means 
of  project  control  are  cited. 
CONTENT  OUTLINE 

A.  Work  flow  is  the  logical  arrangement  of  the  various  tasks  of  the 
project  definition. 

1.  The  development  of  the  work  flow  is  important  because  it: 

a.  shows  the  logic  of  the  planner, 

b.  forces  the.  formulation  of  a  plan, 

c.  serves  as  a  communication  link  among  staff,  and 
♦         d.  serves  as  a  device  for  noting  project  process. 

2.  A  work  flow  diagram  is  the  visual  organization  and  sequence 
logic  of  the  project  tasks.  Two  basic  types  of  diagrams  or 
charts  are  used  in  exhibiting  work  flows: 

a.  event -oriented,  where  the  start  and  completion  of  each  task 
is  emphasized.    PERT  makes  use  of  the  event -oriented  work 
flow  diagrams. 

b.  act  ivity-oriented ,  where  the  emphasis  is  placed  upon  the 
work  taking  place  during  the  tasks,  upon  the  products  which 
are  inputs  to  and  outputs  from  the  tasks,  and  their  sequen- 
tial flow. 

B.  A  variety  of  principles  and  procedures  for  creating  work  flow  dia- 
grams have  been  developed. 
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1.  Various  svmbols  are  used  to  represent  operations* and  processes: 

a.  a  circle  for  events,  a  box  for  activities; 

b.  a  solid  arrow  for  activity  (event-type)  or  for  innut/output 
flow  (activity-tyne) ; 

c.  a  dotted  arrow  for  a  dummy  activity  which  does  not  use  time 
or  resources; 

d.  a  diamond  for  a  yes/no  decision  point;  and 

e.  backf lowing  arrow  for  feedback. 

2.  Dependency  among  and  between  events  or  activities  can  occur  in 
series,  in  parallel,  in  a  burst  from  one  to  many,  or  in  a  merge 
of  many  to  one. 

3.  A  selection  of  styles  exists  for  presenting  task  sequence  in  a  , 
work  flow: 

a.  event  circles  with  activity  arrows, 

b.  arrow  activity  sequence,  . 

c.  box  activity  sequence, 

d.  box  activity  with  flow  arrows,  decisions  points,  and  feed- 
,  back  (called  a  flow  process  chart), 

e.  box  activity  with  start/stop  times  (ends  of  the  box),  task 
levels,  and  flow  arrows  (called  a  Gantt  or  bar  chart) . 

C.  The  logic  of  developing  a  work  flow  is  of  the  antecedent-consequent 
type  but  where  tasks  are  linked  by  a  time  sequence. 

1.  Examples  of  this  type  of  logic  are: 

a.  a  chemical  mix  of  two  elements, 

b.  a  psychomotor  reflex  from  a  stimulus, 

c.  a  toy  or  model  with  parts  to  be  assembled  in  order, 

2.  The  process  of  arranging  the  tasks  in  a  work  flow  initially  can 
be  performed  by  using  any  one  of  three  approaches: 

a.  starting  with  the  first  task  and  working  toward  the  end  task, 

b.  starting  with  the  end  task  and  working  toward  the  start, 

c.  starting  with  a  middle  task  and  working  toward  both  the  start 
and  end  tasks. 

3.  Faulty  work  flow  diagrams  do  not  accomplish  the  end  product  and/or 
leave  out  fundamental  logic  steps  or  sequences. 

.4.    Correction  of  a  faulty  work  flow  is  accomplished  bv  revising  or 
adding  the  necessary  steps  or  sequences. 

D.  Milestone  events,  such  as  reports  or  conferences,  are  especially 
important  start  or  completions  points  for  tasks  in  the  project.  These 
milestones  should  be  specially  tagged  or  identified  in  the  work  flow. 
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E.  A  wide  variety  of  techniques  and  procedures  have  been  developed 
to  assist  L*  the  graphical  representation  of  project  work  flow. 
Some  of  the  more  conmon  techniques  are  as  follows: 

1.  Gantt  or  bar  chart, 

2.  Flow  process  charts, 

3.  Line  of  balance  diagram, 

/  - 

4.  Network  diagram, 

5.  Milestone  chart, 

6.  Critical  path  analysis. 

F.  The  choice  of  a  particular  technique  is  left  to  the  individual 
project  in  terms  of  its  needs  and  situation.    There  is  no  one 
technique  which  can  be  applied  to  all  project  situations. 
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Lesson  3- -Developing  a  Work  Flow 
Instructions 


J.   Set  up  the  necohdeK,  pn.oje.vtoi,  and  6cAeen. 

2.  Place.' the.  cxviouAel  hUde  tMi)  onto  the.  piojecton.  and  advance,  to  the. 
position  nwiked  Module  2-Ba6ic  VnincipleA  and  Technique*  o&  Vtoject 
Management,  Let*  on  3~ Developing  a  fHoH.k  flow. 

3.  VJbx.ce.  the.  cahhette  tape  ion  thU  lehhon  Into  the.  necondex  and  n&uind 
to  the  rewind  6top. 

4.  Stavt  the.  Kecoh-den.  and  advance,  the  hlUeh  with  the.  "change,  tone.." 
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Lesson  3--Developing  a  Work  Flow 


Lesson  Text 


Introduction 

Once  the  project  has  been  defined,  that  is,  the  end  product  specified 
and  the  set  of  tasks  determined  and  arranged  into  a  work  breakdown  structure, 
the  project  planner  is  ready  to  develop  the  work  flow.  % 

The  work  flow  is  a  visual  display,  or  "roadmapM,  of  a  proposed  order  of 
task  accomplishment  from  the  start  of  the  project  to  its  completion.    It  is 

b 

important  to  the  project  in  that  it  shows  visually  the  logical  .order  of  the 
project  activities,  serves  as  a  communication  medium  among  project  personnel, 
provides  a  basis  for  marking  the  progress  of^ihe  project,  and  aids  in  highr 
lighting  major  areas  of  risk  or  uncertainty. J 


Work  flow  diagrams  are  often  constructed  either  as  an  event -oriented 
diagram,  where  the  major  focus  is  upon  the  start  and  finish  of  the  project 


tasks,  activities  or  work  that  must  be  accomplished.    These  two  basic  styles 
of  diagram  construction  and  their  advantages  are  discussed  in  the  sections 
which  follow. 

Event -Oriented  Diagrams 

An  event  specifies  the  start  or  stop  of  a  task.  It  is  a  point  in  time, 
and  does  not  consume  resources.  It  is  usually  represented  by  a  circle.  The 
description  of  an  event  must  meet  the  following  criteria:  specify  a  clearly 
definable  point  of  occurrence  in  time,  convey  uniformity  of  understanding,  and 
be  capable  of  verification.  The  start  statement  for  a  task  is  placed  in  a 
circle  and  the  stop  statement  is  placed  in  another  circle.  These  events  are 
called  the  start  event  and  the  completion  event.    The  task  or  activity  is 


tasks ,  or  as  an  activity-oriented  diagram  where  the  major  focus  is  upon  the 
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Event  Numbers 
1 
2 
3 
4 
5 


\ 


Event  Descriptions 

Start  Instructional  Objective  Writing  and  Start  Instructional  Content  Writing 
Complete  Instructional  Objectives 
Complete  Instructional  Content 

Complete  Test  Plan  and  Start  Selection  of  Item  Writer 
Complete  Selection  of  Item  Writer 


MP 


Figure  #1- -Partial  Event  Oriented  Diagram  with  Event  Descriptions 
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represented  as  an  arrow  which  connects  the  start  and  completion  events. 
Since  the  start  of  a  subsequent  activity  is  often  coincidental  with  the  com- 
pletion of  a  previous  activity,  one  circle  can  represent  both  the  completion 
of  one  task  and  the  start  of  the  next  sequential  task.   Examples  of  start  and 
completion  events  are  shown  in  Figure  II. 

The  event-oriented  diagram  allows  management  effort  to  be  concentrated 
on  the  accomplishment  of  each  of  the  various  tasks,  so  that  the  interrelated- 
ness  of  the  tasks  can  be  coordinated.   Such  diagrams  are  especially  important 
for  projects  with  either  a  great  number  of  tasks  or  a  high  degree  of  interre- 
latedness  among  the  tasks. 

Another  important  concept  is  the  designation  of  milestone  events.  A 
milestone  event  is  an  event  whose,  completion  signals  a  major  .accomplishment 
for  the  project  and  without  which  the  project  could  not  be  completed.  Mile- 
stones  often  represent  a  gathering  point  for  several  activities,  a  point  of 
divergence  for  several  activities,  an  interim  project  conference  report,  or 
a  point  within  the  project  about  which  there  exists  considerable  risk  and 
uncertainty.    The  project  manager  identifies  those  events  which  are  to  serve 
as  milestones.    These  milestones  serve  as  a  flag  to  signal  major  progress  in 
the  course  of  the  project. 

The  symbols  most  commonly  used  in  the  development  of  event-oriented  net- 
works are  circles  which  represent  events,  triangles  which  represent  milestone 
events,  arrows  which  represent  activities,  dotted  arrows  which  represent  log- 
ical or  planned  constraints  which  do  not  consume  time  or  resources  (sometimes 
referred  to  as  dumny  activities) .    Events  are  connected  by  arrows  which 
either  represent  a  time-  and  resource-consuming  activity  or  merely  a  con- 
straint upon  the  start  or  completion  of  an  event.    An  example  of  an  event- 
oriented  diagram  is  presented  in  Figure  II. 
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Activity-Oriented  Diagrams 

The  activity-oriented  diagram^  allows  management  effort  to  be  concentrated 
on  the  state  of  action  within  a  givVn  task.   Activity  diagrams  are  especially 
useful  when  the  project  involves5  relatively  few  taste  or  when  the  interre- 
latedness  of  the  tasks  is  minimal.  \ 

An  activity  represents  a  project  task  or  work  package  and,  consequently, 
represents  the  consumption  of  time  and  resources.  '  The  description  of  an  ac- 
tivity must  meet  the  following  criteria:  \The  description  must  specify 
either  physical  or  rental  work,  be  of  sufficient  detail  so  that  the  planner 
is  able  to  associate  required  time  and  resources  with  the  activity,  enable 
the  planner  to  determine  responsibility  for  ^he  activity,  convey  a  uniformity  " 
of  (understanding,  and  permit  the  activity  to  be,  observed  and  measured. 

In  an  activity-oriented  diagram  a  box  of  te^  represents  an  activity  and 
an  arrow  indicates  the  flow  of  information  between  two  sequential  activities. 
The  input  to  an  activity  is  the  output  of  the  previous  activity.  Simplis- 
tically,  this  is  the  concept  of  input-process -output  often  explained  in  books 
on  systems.   An  example'  of  an  activity-oriented  diagram  is  presented  in 
Figure  #2.  <i 

Constructing  the  Work  Flow  Diagram 

The  logic  used  in  developing  the  sequence  of  tasks  in  a  work  flow  diagram, 
implies  a  cause  and  effect  relationship,  where  each  task  is  related  to  other 
tasks  over  time.    The  process  of  ordering  tasks  is  best  accomplished  by 
asking  oneself  questions  about  the  logical  connections  between  all  pairs  of 
events,  tasks,  or  activities.   The  purpose  of  this  effort  is  to  clearly  rep- 
resent the  sequence,  constraints,  and  interdependencies  of  all  project  tasks. 
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Activity/Task  Letter 
A 

B  . 


Activity/Task  Description 
Write  Instructional  Objectives 
Write  Instructional  Content 
.Select  Item  Writers 


Figure  #2--Sample  Portion  of  an  /^HvVtv-Oriented  Diagram  with  Activity/Task  Descriptions 
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An  example  of  dependency  is  the  building  of  some  plastic  model  airplanes 
where  certain- parts  mustcbe  assembled  before  other  parts.   That  is,  specific 
sequential  assembly  steps  must  be  followed  to  ensure'  that  the  interior  parts 
are  attached  to  the  wing  or  fuselage  halves  prior  to  the  assembly  of  the 
fuselage  and  wings  into  the  whole  airplane.    In  the  work  flow,  the  tasks 
identified  in  the  work  breakdown  structure  are  placed  in  a  sequential  order 
that  is  based  upon  logical  or  desired  relationships.    Thus,  the  input  to 
each  task  is.  seen  as  the  output  of  one  or  more  previous  tasks.   Also,  tasks 
may  be  performed  in  parallel  or  concurrently  (that  is,  at  the  same  time). 

The  development  of  the  work  flow  can  be  accomplished  by  starting  with  the 
first  task  and  working  toward  the  last  task,  starting  with  the  end  task  and 
working  the  antecedent-consequent  task  relationships  backwards  to  the  start- 
ing task,  or  by  selecting  some  "middle,,  task  and  expressing  task  relationships 
in  both  directions  until  the  start  and  end  tasks  are  reached. 

Faulty  work  flow  diagrams  can  result  in  misdirected  project  effort  and 
wasted  resources.   Attention  to  the  "correctness'*-  of  the  work  flow  diagram 
while  planning  a  project  can  result  in  a  more  effective  and  efficient  project 
effort.    Faulty  work  flow  diagrams  are  those  which  do  not  show  clearly  the 
route  to  the  accomplishment  of  the  stated  end  product,  lack  a  single  termina- 
tion or  end  event,  lack  decision  points,  have  activities  where  an  antecedent 
activity  was  not  performed,  or  have  closed  loops  that  direct  the  work  effort 
in  a  never  ending  cycle.    Corrections  of  faulty  work  flow  diagrams  are 
accomplished  by  adding  tasks  to  the  flow,  removing  tasks,  adding  decision 
points,  branches  or  feedback  to  the  flow,  or  by  removing  decision  branches 
or  feedback. 
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Figure  #3- -Sample  Portion  of  a  Project  Gantt  Chart 


lr)4 


MDdule  2  3.17 
Lesson-  3  .  .. 

Summary 

The  work  flow  diagram  is  a  visual  representation  of  the  various  tasks  or" 
activities  which  comprise  the  project.  The  diagram  shows  the  logical  arrange- 
ment and  the  ihterrelatedness  of  the  various  tasks.    Two  basic  types  of  work 

1 

flow  diagrams  are  often  employed.   An  event-oriented  diagram  is  used  when  task 
accomplishment  is  the  project  manager's  primary  concern.   An  activity-oriented^ 
diagram  is  used  when  the  activities  are  the  pr:  ary  focus  of  the  project 
manager. 

Various  charts  or  diagrams  have  been  developed  to  allow  managers  to 
visually  represent  the  project  effort.   The  names  ot  some  specific  kinds  are 
the  "Gantt  chart"  and  "networks".    Examples  of  the  latter  are  the  "milestone 
chart",  "critical  path  diagram"  and  "network  diagram".   An  example  of  a  Gnatt 
chart  is  presented  in  Figure  #3.    The  event-oriented  diagram  in  Figure  #1  is 
an  example  of  what  would  be  labeled  a  "network  diagram". 

Regardless  of  the  type  used,  the  project  work  flow  diagram  serves  as 
the  basis  for  the  subsequent  project  planning  steps  of  time  estimating,  sched- 
uling, and  costing. 


Read  tkd  dUAzcJxonA  ion.  ExpacXap.  A. 
on  tke.  next  oape. 
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Lesson  3- -Developing  a  Work  Flow 
Exercise  A 


Vin.tcJbiovU) :   Study  cxuieiuZZy  the.  Actuation  deMcMbed  below  and 
cojyui  out  the.  (LttlvAjtizA  cu>  noted.  

The  Metropolitan  School  District  is  planning  to  conduct  an  inservice 
training  workshop  retreat.    You  are  designated  as  project  director. 
Indicate  for  the  tasks  below  what  you  believe  is  the  order  in  which 
they  might  be  accomplished.    Use  "1"  for  the  first  task  in  the  se- 
quence, "2"  for  second, and  so  on. 


1.  Perform  a  follow-up -study  of  the"  workshop  participants  1. 
to  get  information  on  change  of  attitude. 

2.  Make  teaching  staff  assignments  to  write  and  deliver  2. 
the  presentations  at  the  program. 

3.  Survey  the  entire  school  district  staff  for  possible  3. 
.  teacher  instructors  for  the  program. 

4.  Write  objectives  and  script  for  each  program  presentation.  4. 

5.  Conduct  analysis  of  completed  pre/post  tests  and  pre-  5. 
sen tat ion  evaluation  forms. 

6.  .  Design  and  produce  the  instructional  media  materials  6. 

for  each  presentation. 

7.  Develop  pre/post  test  and  evaluation  forms  (a  section  7. 
of  which  asks  about  media  effectiveness) . 

8.  Conduct,  a  meeting  between  teacher  instructors  and  a  8. 
media  special ist. 


TaAn  the  page, 
when  you  have 
f,irU&hed. 
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Lesson  3- -Developing  a  Work  Flow 
Exercise  A- -Solution 


ZUAec£a>n4:    G^ven  belovo  Id  a  suggested  possible  onden.  ion.  the- 
tasks.    Check  youn.  responses  against  the  given  feet/.    1i  you  did 
not  have.  all  o\  thorn  connect,  do  not  be  disturbed  since  various 
persons  can  4ee  the  tasks  on.  activities  being  done,  in  slightly  . 
dilienent  orders; 

li  you  ieel  the.  need  ion.  additional  instruction  on  this  point, 
you  can  review -the  ideas  contained  in  the  lesson  on  check  one  oi 
the  option*  listed  on  Page  3.    .    Aiten  your,  review,  move,  on  to 
txercise  B  on  the  nevt  page.    li  you  do  not" review ,  go  right  on 
to  the  next  page.  ;  .  .  

1.  Perform  a  follow-up  study  of  the  workshop  participants  1. 
to  get  information  on  change  of  attitude. 

2.  Make  teaching  staff  assignments  to  write  and  deliver  2. 
the  presentations  at  the  program. 

3.  Survey  the  entire  school  district  staff  for  possible  3. 
teacher  instructors  for  the  program. 

4.  Write  objectives  and  script  for  each  program  presentation.  4. 

5.  Conduct  analysis  of  completed  pre/post  tests  and  pre-  5. 
sen tat ion  evaluation  forms. 

6.  Design  and  produce  the  instructional  media  materials  6.. 
for  each  presentation. 

7.  Develop  pre/post  test  and  evaluation  forms  (a  section  7. 
of  which  asks  about  media  effectiveness) . 

8.  Conduct  a  meeting  between  teacher  instructors  and  a  8. 
media  specialist. 
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Exercise  B 


ST.S 

Q  l— 4 
3  fD 


p-t/tecttoua :    T/ie  £ea<Jon  indicated  that  theJie.  wexe.  TwvwJCZmyh  that  the  woM.  6&>u>  could  be.  g^apfUcotti/ 
Heme*  exited.    The.  puApo&e  o{  thit>  ey.QA.cUeU  to  IntAodxice  you  to  &ome  orf  the.  &ymbolt>  and  pwceduJieh 
that  axe  o^ten  employed.    Vok  each  oi  the.  thx.ee  ta&ki>  given  below,  complete,  the  woiteheet  to  &hou)  how 
they  would  appeal  In  an  actual  wonk  blow.  '   _  


Task 


1.  Arrange  for  motel 
accomodations  by 
name  for  the  par- 
ticipating teachers 
and  workshop  staff. 


2.  Write  objectives 
for  program 
presentations. 


3.  Design  and  pro- 
duce the  instruc- 
tional media 
materials  for  the 
program. 


Show  as  a 
Start  event 


Show  as  an 
End.  Event 


Show  ,  as  an 
Activity- 
Arrow 


Show  as  an 

Activity 

Box 


Show  as  an  Activity 
Box  with  Start  and 
End  Points  - 


f  KUeJi  completing  the  exeAcUe,  turn  the  page  to  check  uouA  an^t. 


a 
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Lesson  3— Developing  a  Work  Flow  . 
Exercise  B-- Solution 


VUecUoni:  HtdA  compaUvg  ijouA  antue**  to  the  solution,  make  collections  on  you*.  antweM 
oa  nece&*(Viy.    Then  proceed  to  ExeAcUae.  C  on  the  next  page. 


5f 

V) 


Activity  Basic 
Description 

1/  Arrange  for  motel 
accommodations  by 
name  for  the  par- 
ticipating teachers 
and  workshop  staff. 


2.  Write  objectives 
for  program 
presentations. 


3.  Design  and  pro- 
duce the  instruc- 
tional media 
materials  for  the 
prograr .  _ 


Show  as  a 
Start  event 


Show  as  an 
End  Event 


Show  as  an 
Activity 
'Arrow 


Make  Motel 
Accommodations 
 > 


Write  Program 

Objectives 
—  > 


Design  Inst- 
ructional 
Materials 


Show  as  an 
Activity 
Box 


Make  Motel 
Accommo- 
dations 


I  Write 
«\|  Program 
pbj ectives 


Design  In- 
structional 
Materials 


Show  as  an  Activity. 
Box  jwith  Start  and 
End  Points 


Make  Motel 
Accommodations 


Write  program 
Objectives 


Design  lnstruc- 
tional  Materials 


• 


Module  2 
Lesson  3 


3.22 


Lesson  3- -Developing,  a  Work  Flow 
Exercise  C 


Direction* :   Given  be&M  i&  a  pnoject  definition  [vionk  breakdown 
Atsuictusie)  lo>i  the  twining  KetKeat  noted  in  ExeJictie  A.    VouA.  ta&k 
i*  to  &in<6h  the  incomplete.  Mhk  llw)  Ming  the.  network  approach. 
FoK  convenience.,  wnJCte  the.  activity  deAchiptionh  on  the.  okkom  Line* 
a*  illustrated  \on  x%e  liMt  portion  oi  the  neAtipfik.  idnen  fini&ked, 
tain  the  page,  and  check  ljoua  w)o*ik.  y 


A.    Project  Definition 


Training 
Retreat 


I 


Workshop 
Program 


Instructional 
Program 


Instructional 
Evaluation 


Pro/Post- 

Tests 

Presentation 
Evaluations 


Personnel 
Determination 

Space 

Arrangements  , 

Workshop 
Report 

Instructors 
Assignment 


Attitude 
Fol low-up 
Study 


Analyze 
jEvaluation 
Data. 


R.    Work  Flow  (to  be  completed) 

Design  and  Produce  Media 
[Start]       Develop  Pre/ Post  Tests 


Develop  Presentation  Evaluations 


Conduct  Workshop  ^ 


Lesson  3- -Developing  a  Work  Flow 
Exercise  C- -Solution 


VvMLction*:    Giv&n  beZow  aj>  one  pouAbte  mkk^lovo.  Voum>  &kould  look  6om<Mkat  tikz  tkib  but  doe* 
not  haue  to  be  IdtntlcM.    Study  tht  mggeAtzd  mik  ^ow,  -then  proceed  to  ExeAcXie  V  on  tho.  next 
page.  _  ! — 


IT 


o  P 
3  (I) 


Design  and  Produce  Media 
Develop  Pre /Post  Tests 


Collect 

Conduct        Evaluation  Analyze 

^XDFOrmS  Evaluations 


Develop  Presentation  Evaluations 


Write 
Workshop 
5 ^ Report 


End' 
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Lesson  3--L-   sloping  a  Work  Flow 

« 

Exercise  D 

ViKectiom,:    Given  below,  is  a  list  of  tasks  ok  activities  which  aKe 
neceSbaKy  in  oKdeK  to  conduct  an  inieKvice  KetKeat  being  planned  by 
the.  MetKopolitan  High  School  Vii  tKict.    Vou  aKe  designated  ah  the.  pKoie.cZ 
manageA.    Con&tKuct  both  an  event-  and  an  activity- oKiented  woKk  rf£ou>. 
diagram  whixih  will  Ke.pneAe.nt  the  geneKal  sequence  in  which  the  tabk 
ihould  be  done.    The  tadks  aKe  tome  orf  tko6e  which  have  been  identified 
in  the  pKoject  definition  eUoKt.    UndeKlincd  woKds  should  be  teed  in  youA 
diagKarrs  a*  abbKcviated  descxiptJLons  ok  titles  ioK  events  and  activities. 


Task  1.    arrange  for  hotel  accommodations  by  name  for  the  participating 
teachers  and  workshop  staff. 

Task  *2.    develop  the  pre  and  post  tests  and  evaluation  forms  for  the 
instruction  presentations, 

Task  3.    make  teaching  staff  assignments  to  write  and  deliver  presenta- 
tions at  the  instructional  program. 

Task  4.   -design  .and  produce  the  instructional  media  materials  for  the 
program. 

Task  5.    plan  the  workshop  presentation  program  in  general  terms. 

Task  6.    select  the  teachers  from  the  school  district  who  will  be  the 
participants. 

Task  7.    arrange  for  the  retreat  locator,  obtain  a  hotel  conference 
room. 

Task  8.    survey  the  entire  school  district  staff  for  possible  partici- 
pants . 

•C.i 

Task  9.    write  objectives  and  script  for  each  program  presentation. 
Task  10.  conduct  the  workshop. 


Tain  the  page  do*.  wc\.ksheeXi>  to  be 
used  fan  ExcAc-Ue  V. 


\ 


Lessen  3- -Developing  a  Work  Flow 
Exercise  D- -Worksheet  1 


VAA&Uioni :    tiae  thXa  wotfciheet  to  coyi&tsiutf  youA  activity -otU&ntzd  network.    WtuXt  a  b^etf 
ducAiption  o&  each  taife  on  the  avioto  tute.    When  t/ou  have  iini&kzd,  tuAn  to  the  next  page 
and  compote  (/out.  dsiawing  to  the  AuggaAted  i>olu£i.on.  >  


cn  a. 
in  C 


On 


W7 
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Lesson  3- -Developing  a  Work  Flow 
Hxercise  D- -Worksheet.  1-- Solution 


VviecUon*:    Check  ijoua  a\au)ing  against  the  one  provided  below.    Itf  youJU>  it,  not  exactly  like  the. 
one  pKuewUd,  do  not  M>oiy.k6  long  cu>  you  okz  in  tfie  ball  pcuik,  yoan.  anbwen.  it,  acce.pta.blt.  ,Tat>k 
,  nimb.eM  have,  be.cn  Supplied  to  help  you.  moKe  canity  identify  the  tevenal  activities. 


CD  Q 


tKic    16  b 


arrange  retreat  location 


(task  7) 


make  teaching 
2  j     assignments  n^T\  write  objectives 

(task  3)         ^  (task  9) 


\ 


develop  tests 
(task  2) 


arrange  hotel  accommodations  -o^ 

conduct  ' 
workshop  s 

vStop 
9 

C^ask  1) 

8 

(task  10) 

 > 

s<5 


LF-iGIiND 


1    =    Milestone  event 


=    Activity  or  task 


K&ten  ck&cbUng  yoiui  au&we/L,  proceed  Co  the. 
next  page,  and  complete.  uoonHke.et  2, 


16l) 


Lesson  3- -Developing  a  Work  Flow 
Exercise  D- -Worksheet  2 


VUzcUom:    U*e  tkii>  wikAhzvt  to  cotetAxx.cZ  yoixA  zvent-oUzntzd  uiojik  jlow.  kitvi 
you  have,  ckoion  the  mn.k  ilovo,  compute.  yoixJi  dMWtng  to  tht  Auggtetcd  tolu&LOvi  on  the. 
next  pagz. 
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9  V 

*  >  *' 

Exercise  D—Worksheet  2—Solution 


VaAzULom:    Chick  youA  &lovo  chaAt  g.galn&t  tki  owe  pKovldzd  boZoui.    l&  youM       not  axacUy  Ukz 
thz  one.  pteAfLnted,  do  not  6e  oveAly  conceAmd.    lb  you  havz  thz  &v<Lnt&>  ^ewtt^ed  ptiopeAiy  to 
thorn,  you  oaz  aU  night.    VouJi  sequence  might  not  be  tkz  aome,  but  thli>     o^tm  occuAA  whin 
peAion*  develop  M-ik  ilom  hoi  piojzclA.  


t-4 
o 

3 


C 

M 


program 
plans 


complete;  Ctask  3)'\c— te;/ 


Start 

■  v  

(task  7)  ' 

-retreat 
location 
.complete 


staff 
survey 
^complete 


/ teaching 
assign-  \  •_ 

™nts      1    (task  9) 


-  pre/post 1 , 
tests  j 
omplete/ 


9 

ERIC 


171 


(task  1) 

par-  ^ 
ticipant 
selection 
"""^  complete 


vv  start 
>jfr  work- 
shop 


end 

 —-^iwork- 

(task  10)  shoj) 


K^toA  you  have  ducked 
yotiA  anM<Wi,  proceed  to 
the  next  page,  and  complete 
Exercise  B.   


LEGEND 

■  Milestone  event 
^  ■  Activity 


00 


 y  *    Constraint  (Dummy 

activity) 
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Exercise  E  j 


Vlne.ctLoYU> :   Givtn  bulou)  U  a  vooik  &bovu  developed  a6  a  neAponhz  ion.  Exeta&e  V  by  a  peMon  tike. 
yov^aeZi  leaning  about  piojzci  management.    SzveAal  eAJiom>  extit  in  the.  drawing,    find  ad  many 
a6  you.  can.    Then  tUt  thm  In  the.  hpaae.  provided  at  tht  bottom  oi  thz  page..    Vou  do  not  need 
to  nedxm  the.  v)ofik  jlov),  ,  ;   .   —  


KiteA  tUtlng  efiAQhA,  go  on  to  tlie.  next 
page»  ,  :  - 
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Lesson  3 

Lesson  3- -Developing  a  Work  Flow  , 
♦  '  Exercise  E- -Solution 

VVi<lcjU.ovu>  :  'Compa/ie.  youA.  UAt  wiXh  tho6t  eJUioKb  noted  btlow. 

The  nuntoer  of  errors  or  mistakes,  detected  will  be  a  function  of 
your  sophistication  with  network  techniques.    As  a  minimum,  you  should 
have  listed  at  least  three  of  the  following  six  errors. 

1.  The  network  is  not  drawn  to  completion.    No  definite  end 
point  tying  all  tasks  together  is  presented. 

2.  The  network  or  work  flow  is  open  or  left  hanging  at  events 
5,  2,  and  9. 

3.  An  unnecessary  arrow  line  exists  between  event  3  and  4.    fta , 
constraint  exists  between  these  two  events. 

4.  A  loop  exists  involving  events  3,  5,  and  4.    That  is,  movement 
is  around  in  a  circle  in  this  part  of  the  work  flow. 

5.  Real  task  arrows  or  dumny  constraint  lines  or  arrows  connecting 
event  2  and  5  to  the  start  of  the  workshop  are  not  present. 

6.  Milestone  events  are  not  identified  by  appropriate  symbols. 
You  may  have  noted  others  but  the  above  are  errors  which  can  be 

easily  noted  in  the  faulty  work  flow. 


A^-toA  checking.  youA  cm&wqa,  tuAn  tko, 
page'. 
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Lesson  3- -Developing  a  Work  Flow 
Directions  and  Choices  Following  the  Practice  Exercises 


Baaed  upon  a  * elh~ evaluation  oh  youJi  peJihomanci  on  the  *eveJial 
exeAct*e*  in  thl*  le**on,  you  nave. 

A.    eithen.  acceptably  Aattifczd  the  objective,  oh  developing  a  walk 
hlow  Ion  a  pnaject  and  should  now  torn  to  the  po*t-te*t  hound 
on  page  3.32. 

Additional  example*  on  developing  a  wonk  h&w  axe  {ound  on 
page*  3.34  to  3.37.  Rehexence*  ho*,  additional  \cadJ.ng  axe 
lifted  on  page  3.3%. 

)    8.    oft  'not  &attiAied  the  objective,  and  should  select  one  ok  mie 
oh  Me  hollowing  couA*e*  .oh  action. 

U    lh  yowi  won.k  hlow  diagram*  wexe  genexaUjy  coAKect  except 
hon  malt  detaiJU  oh  construction,  then: 

a.    Study  the  additional  example*  beginning  on  page  3.34 
and  then  Aewoik  exeAcl*e*  C  and  V  on  page*  3.22  and 
\  3.24. 

\  b.    Read  ChapteX\Six  oh  Educational  Project  Management 

by  Ve*mond  L/Xook  and  then  Kewonk  exexcUe  V  on 
•  \  page  3. 24. 

a.    R&voik  exeAd&e  V  on  page  3.24. 

\  2.    1h  youn.  wonk  hlow*  wexe  not  cowiect  even  at  a  general 
overall  level,  then  cithern 

'  'A 

a.  View  the  *lide-tape  presentation  again-,  in* taction* 
1          -  aAe  on -page  3.9.    Ahter  the  piesentatipn,  nwonk 

exercise*  A,  C,  and  V  on  page*  3.U,  3.22,  and  3.24. 

b.  Read  the  le**on  normative  beginning  on  \oage  3.1.0, 
and  then  icwoik  exercise*  C  and  V  on  page*  3.22  and 
3.24.  . 
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Lesson  3 --Developing  a  Work  Flow  i 
Post -test 


VJUection*  t  Plmt  take  tone  tJb  .ccvi&iuMg  an&vieA.  the  mUtcple.  cfiox.ce  W<*t<.onA 
qlven  belou).    To*,  the.  multiple  choice.  question*  m  ate  to  exude  one  ^oMec* 
on.  best  onaioe*  (A,B,C  ok  V)  and  fox.  the.  tone,  and  iaUe  you  okc  to  Zn&Lcate 
the.  connect  letponAt  with  the  lette/i  T  oft  F. 

?lea&e  unite  the  lxu>t  iouJi  digit*  oi  yoaA  Social  SecuKUy  numbeA  on  the 
line  below  &o  that  the  page*  can  be  identified  in  the.  event  they  be- 
come icpoKated  __. 


1.  What  is  the  chief  function -of  milestone  event? 

A.  Signals  a  major  accomplishment  or  completion  point  in  the  project 

B.  Provides  the  basis  for  resource  estimation 

C.  Serves  as  a  guide  for  personnel  recruitment 

D.  Itepresents  the  completion  of  the  project 

2.  Why  is  the  development  of  work  flow  important  to  a  project? 

A.  Helps  to  formulate  the  plan  for  the  project  effort 

B.  Aids    in  highlighting  major  project  problems 

C.  Serves  as  a  project  operations  guide  for  the  superintendent  and 
his  assistants 

D.  Represents  points  of  divergence  in  the  project,  plan 

3.  To  what  subsequent  steps  does  the  work  flow  diagram  provide  a  basis 
in  the  project  planning  process? 

o 

A.  Time  estimating,  scheduling  and  costing 

B.  Reporting  and  transferring  personnel,  records  and  equipment 

C.  Determining  personnel,  equipment  and  materials  . 

D.  Analyzing  problems  and  implementing  decisions 

4.  In  an  "activity -oriented"  work  flow,  where  is  the  major  focus  placed? 

A.  Only  on  the  start  of  the  tasks 

B.  Tasks  or  activities  which  have  to  be  accomplished 

C.  Only  on  the  finish  or  completion  of  tasks 

D.  On  both  the  start  and  finish  of  tasks 
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5.  The  project  work  flow  clearly  represents  what  characteristics  of  pro- 
ject tasks? 

A.  Only-  sequence 

B.  Only  sequence  and  constraints 

C.  Only  sequence  and  interdependences 

D.  Sequence,  constraints  and.  interdependences 

6.  What  type  or  category  of  work  flow  focuses  upon  the  start  and  finish 
of  the  tasks? 

A.  Activity-oriented  diagram 

B.  Event -oriented  diagram 

C.  Bar  diagram 

D.  Gantt  chart 

7.  What  criteria  is  usually  used  for  defining  an  event? 

A.  Have  a  schedule  data 

B.  Focus  upon  tasks 

C.  Represent  a  clearly  definable  point  of  occurrence 

D.  Enables  the  planner  to  associate  responsibilities  and  activities 

8.  Activity  diagrams  are  especially  useful  when  the  project  involves: 

A.  Many  different  personnel  working  on  project  activities 

B.  Relatively  few  activities 

C.  Many  activities  . 

D.  Little  consideration  among  individuals  and  departments  within  the 

school  district 

9.  What  is  the  major  function  or  purpose  of  the  project  work  flow? 

A.  To  present  a  visual  display  of  the  sequential  arrangement  of  the 
various  tasks  determined  in  the  project  definition 

B.  To  aid  in  highlighting  major  gains  in  the  project 

C.  To  display  the  various  events  in  the  project  operation 

D.  To  display  the  various  tasks  and  events  in  the  project  preparation 
phase 


ZndltaZa  voktfkoA  the,  UatmznU  tuttd  btloul  oJit  Vint  on  tfa&e  by  touting  a 
T  on  F  on  tkd  Un&. 


10. 
11. 


An  event  specifies  only  the  start  of  an  activity, 


The  work  flow  diagram  serves  as  a  conmunication  medium  between 
"project  personnel. 


FRir 
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12.   In  the  development  of  event -oriented  networks  or  flow  diagrams 

arrows  are  used  to  represent  activities. 

13.   Activities  or  tasks  consume  both  tijne  and  resources. 

14 .  The  development  of  a  network  can  be  accomplished  by  starting 
with  the  last  task  and  working  toward  the  first  task. 

15.   In  flow  diagrams  triangles  are  used  to  represent  tasks. 


T uhn  the.  page,  and  checte  youJi  aribweA*. 
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Lesson  3- -Developing  a  Work  Flow 
Directions  and  Choices  Following  Lesson  Post-Test 


Directions :  The  correct  answer*  to  Lesson  3  po^^-^t  are  ££Ued  down 
the  ^cg/i-t  margin.    Check  (/oo*  correct  response*.  ;  


directions:    li  you  answered  twelve,  or  less  question* 
correctly,  you  have  not  demonstrated  acceptable,  knowl- 
edge 0^  the  work  llow  process  and  should,  select  one. 
ok  more  oh  the  hollowing  courses  oh  action, 

1.  View  the  tilde-tape  pr Mentation  by  twining 
to  page  3.9  and  proceeding.    KiteJi  the  pre- 
sentation, twin  to  the  Lesson  Quality  Con- 
trol Form  on  page  3.39. 

2.  Read  the  lesson  narrative  beginning  on 
page  3.10  and  tiien  tarn  to  the,  Lesson  ' 
Quality  Control  form  on.  page  3.39. 


3.  Read  Chapter  Six  oh  Educational  Project 
Management  by  Vesmond  L.  Cook,  and  then  turn 
to  the  Lesson  Quality  Control  form  on  page 
3.39. 

4.  Study  the  additional,  example*  beginning  on 
p<xgz  3.34  and  then  turn  to  the  Lesson 
Quality  Control  Form  on  page  3.39. 

5.  Rework  the  lesson  post-test  hound  on  page 
3.32  and  then  turn  to  tiie  Lesson  QuaZUy 
Control  form  on  page  3.39. 

Ih  you  amvered  thirteen  or  more  questions  correctly, 
you  have  acceptably  demonstrated  knowledge  oh  work 
htovo  development  and  should  now  turn  to  tlxe  Lesson 
Quality  Control  Form  on  page  3.39.  Additional 
exajr,ples  on  creating  project  work  hlows  are  hound 
on  page  3.34.    Re^G/i.ewce6  ior  addltior^  reading 
ate  listed  on  ]oage  3.3S. 


Miltiple  Choice 

1.  A- 

2.  A 

3.  A 

4.  B 

5.  D 

6.  B 

7.  C 

8.  C 

9.  A 

True/False 

10.  F 

11.  T 

12.  T 

13.  T 

14.  F 

15.  F 
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Lesson  3- -Developing  a  Work  Flow 
Additional  Example  A 

The  last  week's  Executive  Committee  meeting  of  the  Fairbanks 
Guidance  Counselors'  Association,  it  was  noted  that  a  speech  on  your  many 
years  experience  with  Educational  Tests  and  Measurements  would  be  a  very 
suitable  subject  for  next  month's  general  meeting.   Unfortunacely,  since 
you  are  secretary- treasurer  of  the  Association,  you.  not  only  have  to 

si 

give  the  talk  but  must  arrange  for  the  room,  seating,  and  other  details. 

It  is  the  usual  practice  in  the  Counselors'  Association  meetings 
to  send  out  invitations  to  all  members  giving  details  of  the  time  and 
place  as  well  as  an  outline  of.  the  subject.   Chairs  must  be  arranged 
and  name  cards  prepared,  however,  only  for  those  meirbers  who  send  replies. 
The  meetings  are  usually  held  in  a  small  room  at  the  Avondale  Staorgasbord 
for  which  a  reservation  must  be  made  early. 

Not  having  given  a  speech  before,  you  decide  the  best  procedure  is 
to  prepare  the  speech  in  detail,  dry-run  it  so  that  you  can  time  it  and 
have  your  wife, criticize  it,  and  then  prepare  the  final  version. 

Since  you»have  just  completed  the  lesson  in  the  EPMIS  Module  2  on 
work  flow,  you  feel  that  this  is  an  excellent  chance  to  try  out  your  new- 
found skills  and  therefore  decide  to  draw  an  event-oriented  network  of 
the  jobs  you  have  to  do  between  new  and  the  delivery  of  the  speech.  A 
suggested  possible  work  flow  for  such  a  situation  is  provided  on  the 
next  page. 
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Lesson  3- -Developing  a  Work  Flow 
Additional  Example  A,  continued 
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Lesson  3- -Developing  a  Work  Flow 
Additional  Example  B 

General  Situation 

The  Metropolitan  Sehool-Bistrict  encourages  its  administrators  and 
teachers  to  secure  advrnced  degrees.    Bill  Jones,  a  principal  at  one  of 
the  junior  high  schools,  has  been  doing  work  toward  a  doctorate.    He  has 
finished  his  general  examinations  and  started  to  work  on  his  thesis. 

.  Because  of  a  limited  time  available  to  do  all  of  the  work,  a  desire 
to  make  sure  that  the  work  moves  along  smoothly,  and  that  all  necessary 
work  gets  accomplished,  he  has  decided  to  view  this  situation  as  one  like 
a  project.    Since  the  project  was  not  too  complicated,  he  chose  to  not  do 
a  project  definition  as  such  but  did  elect  to  develop  a  work  flow.  Feeling 
that  a  network  approach  was  not  really  needed,  Bill  elected  to  use  a  bar 
chart  or ,  as  it  is  more  formally  known  in  management  circles ,  a  Gantt 
Chart  approach. 

The  bar  chart  developed  for  the  work  flow  in  connection  with  his 
thesis  is  shown  on  the  next  page.    As  you  examine  the  chart,  note  its 
general  similarity  to  the  network  approach,  but  note  also  that  the  task 
interrelations  and  dependency  are  not  clearly  shown  by  this  method.  On 
the  other  hand,  tasks  can  be  shown  to  be  carried  out  concurrently  or  in 

an  overlapping  manner  just  as  in  the  network  approach.  \ 

t 
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Lesson  3- -Developing  a  Work  Flow 
Additional  Example  B,  continued 


PS 

O  M 


1.    Proposal  preparation 


2.    Chapter  1— Intro. 

Chapter  2- -Review  of 
L: terature 


3.    Chapter  3- -Procedures 
and  Methodology 


4.  Chapter  4- -Findings 
and  interpretation 

5.  Chapter  5- -Conclusion  j 
1    6.    Disserts -  .ion  Exam 


7.    Final  copy  submitted 
and  Graduation 


Problem  Problem 
Identi  f ied  Defined 


Proposal 
Submitted 


August  30- Sept.  1 


Org .  Structure  Comp .  Complete 
Info.  Research 


Sept,  30-Oct.  1 


Data  needs,  Data  Complete 

Resources ,  Gathered 
etc.,  identified  0ct*  20 


Organize      Data  Complete 
and  Structure  Analysis       Nov.  5 

1=3 

Organize  Complete 
§  Structure 

£=□ 

Nov.  5     Dec.  3 


Dec.  9  I]gc.  18 

Submit  Graduate 
Final  Copy 


U4 
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Lesson  3- -Developing  a  Work  Flow 
Reading  References 

Additional  knowledge  about  the  principles  and  procedures  of  work 
flow  development  and  representation  can  be  obtained  by  reading  from 
the  references  cited  below.  * 

Archibald,  R.  D.  and  R.  L.  Villoria.    Nel^rk-BaseU'M^^         Systems . 
New  York;   John  Wiley  and  Sons,  1967,  Chapters  1,  37  and  Appendix 
C. 


Baumgartner,  J.  S.    Project  Management.    Homewood,  111.: 
Irwin,  Inc.,  1963,  Chapter  Z  and  Appendix  B-l,  pp. 


Richard  D. 
165-172.  . 


Cook,  Desmond  L.    Educational  Project  Management.    Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  6. 

Cook,  Desmond  L.    PERT:    Applications  in  Education.    U.  S.  Office  of 

Education  Monograph,  No.  17,  Government  Printing  Office,  Washington, 
D.  C. ,  1966,  Chapter  2. 

Woodgate,  H.  S.    Planning  by  Network  (2nd  edition).    New  York:  Brandon 
Systems  Press,  19677  Chapters  1,  2,  3,  and  4. 
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Lesson  3- -Developing  a  Work  Flow 


Lesson  Quality  Control  Form 


Vlnectlonsx    Please  take  tune  to  caAefully  cwatoet  the  fowi  question*  given 
below.    Voua  cuuuieAA  Ml  provide,  valuablz  infomatlon  fon.  the.  nevlslon  and 
impiovement  orf  thU  lesson.    Feel  4iee  to  mitt  additional  comments  on 
recommendations  on  the  back  of  tftis  fonm.    Vouk  tesponseA  villi  be  ke.pt 
strictly  confidential..    Please,  mlXe  the  last  fouA  digits  of  youti  Social 
Security  numbeA  on  the  line  below)  s a  that  the,  page*  can  be.  Identified  In 
the  event  they  become  separated  . 

Thank  you  fiat  youA  assistance. 


I.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


TuAn  the.  paae.  and  proceed 


Module  2 

Lesson  3  3.40 


Lesson  3- -Developing  a  Work  Flow 
,<    Termination  Instructions 


Upon  complexion  oi  the.  LeA&on  Quality  Control  Torn,  you  aKe.  to: 

* 

TeaK  ■  out  and  staple  the.  page*  ol  the.  Luton  Quality  Control  fonm 
Plate,  the,  lorn  in  thz  spztiual  envelope  pn.oyide.d. 
Mail  the  envelope,  to  ReAexvick  ion.  BetteA  SchooU,  Inc.,  Suite.  1700, 
TWti  Mank&t  StAteX,  Philadelphia,  Pennsylvania  19/03. 

TkU  lesson  on  developing,  a  monk  ilovo  it>  now  completed,    LeAXon  4 
entitled  "Time  Estimation"  i&  the  next  lesson  in  the  6e.que.nce.;  you 
axe.  adviAzd  to  locate,  the.  lesson  bookleX  and  Kexmd  thz  intAjoauctohjy 
page.   
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PROJECT  MANAGEMENT  BASIC  PRINCIPLES 


Lesson  4  --  Time  Estimation 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 

1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 
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Lesson  4- -Time  Estimation 
Introduction  to  Lesson 

This  lesson  contains  the  following  items.   Make  sure  that  each  . 
item  is  present  before  starting  to  work  through  the  lesson » 

Page 

A.  Booklet  containing  the  following  items 

Introduction  to  lesson   4.1 

Overview  and  objectives  '   4.2 

Pretest   4.3 

Lesson /abstract  and  content  outline   4.5  . 

Lesson  text   4. 8 

Exercises  on  time  estimation   4.15 

Post-Test   4.20  - 

Additional  examples  .4.22 

Reading  references   4. 26 

Lesson  Quality  Control  Form   4.27 

B.  Set  of  Color  s.Slides  entitled  "Module  2--Basic  Principles  and  Tech- 
niquesj  of  Project  Management,  Lesson  4- -Time  Estimation." 

C.  Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  4- -Time  Estimation." 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  andj  you  are  advised  to  arrange  for  their  use: 

;  t 
t 

cassette  tape  recorder 
carousfel  slide  projector 
projection  screen 

TIME  REQUIRED.  The  tape- slide  presentation  runs  approximately  12  minutes 
the  exercises  take  approximately  20  minutes.  About  60  minutes  is  needed 
to  complet  e  the  entire  lesson. 
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.  1  '  ■  Lesson  4- -Time  Estimation 

Overview  and  Objectives  , 

OVERVIEW  ...    »  ';  , 

The  previous  lesson  discussed  the  logical  arrangement  of  various 

project  tasks  into  a  work  flow^    Consideration  was  given  to  different 

cl' 

types  ofj  work  flow  diagrams  and  methods  of  constructing  them. 

"piis  lessou  con  erns  the  methods  of  determining  the  time  required 

P 

for  various  tasks  and  the  total  project  itself  based  on  the  tasks  that 
must  be  accomplished.  Different  methods  of  determining  time  estimates 
are  presented. 

/ 

OBJECTIVES  / 

The  student  in  completing  this  lesson  should  be  able  to  create  a 
time  estimate  for  a  given  work  flow  for  a  project.    The  specific  objec- 
tives of  the  lesson  are  as  follows: 

1.  The  student  should  be  able  to  determine  the  time  that  will 
most  likely  be  needed  for  completing  a  given  task. 

2.  The  student  should  be  able  to  calculate  the  critical  path 
for  a  project  given  a  work  flow  and  time  estimates  for  the  various 
tasks. 


Ritad  tkt  cLOi&ctLont  fan  tkt  pneAut 
on  the.  hollovxuiQ 
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Lesson  4 --Time  Estimation 
Pretest 


Vinections :    P£me  take,  time,  to  caKe{uZJOy  an&Men.  tke  multiple  choice 
'and  tAueliaJUe  question*  given  btiou),    ton  the.  multiple  ch.OA.ce.  question* 
you.  an.e  to  cin.de  one  connect  on.  bc&t  an&voeJi  (A,B,C  on.  V) ,  and  ion  tke 
tnae  and  faJUe  you.  one  to  indicate  tke  connect  nc&pon&e  uiith  tke  lettcn. 
T  on_¥.  ■ 

Plea&e  \mJdte.  tke  lat>t  loan  digits  of  youA  Social  Secuxity  numbeA  on  tke 
line  below  40  tklxit  tke  page*  can  be.  identified  in  the.  event  tkey  be- 
come &epanated  . 


1.     What  is  meant  by  process  of  "time  estimation?" 

A.  Determining  the  length  of  time  needed  for  completion  of  the  project 

B.  Adjusting  the  times  required  for  completing  individual  tasks  and 
the  total  project 

C.  Estimating  personnel  and.' time  required  to  complete  project  tasks 

D.  Determining  the  length  of  time  needed  to  accomplish  individual 
project  tasks  and  the  total  project 

2.  Deterministic  time  estimates  are  made  for  tasks  of  what  type? 

A.  Repetitive 

B.  Unique 

C.  Once -through 

D.  Uncertain 

3.  What  are  the  names  of  the  multiple  time  estimates  used  when  employing 
probabilistic  time  estimating  procedures? 

A.  Expected  and  pessimistic  times 

B.  Expected  and  most  likely  times 

C.  Optimistic  and  pessimistic  times 

D.  Optimistic,    most  likely  and  pessimistic  times 

4.  What  is  the  generally  recommended  time  unit  for  individual  task 
time  estimates? 

A.  Days 

B.  Biweeks  and  months 

C.  Weeks  and  tenths  of  weeks 

D.  Hours 
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5.  Why  should  tasks  be  selected  at  random  from  tasks  in  the  work  flow 
when  making  time  estimates? 

A.  To  avoid  placing  a  biased  estimate  on  the  later  tasks 

B.  To  save"  time  during  time  estimation 

C.  To  allow  many  people  to  help  in  the  time    estimation  process  without 
refering  to  the  work  flow 

D.  To  avoid  confusion  with  the  constraints  and  interdependencies 
represented  in  the  work  flow. 

6.  What  is  the  basic  project  element  to  which  time  estimates  are  assigned? 

A.  Critical  path 

B.  Activity 

C.  Event 

D.  Milestone 

7.  What  is  the  basis  generally  used  to  determine  the  total  project  time? 

A.  Critical  path 

B.  All  individual  task  times 

C.  Work  flow  diagram 

t).  Milestone  event  times 

8.  Where  are  the  activity  or  task  times  normally  placed  on  the  work  flow 

diagram? 

A.  Along  the  activities  of  the  diagram 

B.  Along  the  milestone  everts  of  the  diagram 

C.  Along  the  critical  path   of  the  diagram 
T).  Along  the  events  of  the  diagram 

9.  What  is  meant  by  the  project  critical  path? 

A.  The  average  time  for  all  project  pathways 

B.  The  shortest  time  consuming  path  of  work  flow 

C.  The  longest  time  consuming  path  of  work  flow 

D.  The  work  flow  path  with  the  most  amount  of  slack 

10.  Who  should  be  involved  in  estimating  task  times? 

A.  Project  director  and  funding  agency 

B.  Project  staff  knowledgeable  about  therta#k 

C.  All  professional  staff  in  the  project 
I).  Only  project  supervisors 
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Indiccutt  wkeXkeA  tht  AtatemzntA  tUtzd  beJtou)  ajit  Vulz  on.  {oJUi.  by  wtUting 
a  T  ok  F  on  £ke.  tint. 


11.   The  total  project  time  is  based  upon  the  time  required  for  the 

orderly  accomplishment  of  key  tasks  in  the  project. 

12.  Probabilistic  time  estimates  are  made  for  tasks  which  are 
repetitive. 

13.   The  time  to  perform  a  task  in  time  estimation  is  a  function 

of  the  nature  of  the  task. 

14.   The  time  to  accomplish  a  task  is  affected  by  the  rate  of 

expenditure  of  resources. 

15.   The  most  likely  or  expected  time  is  placed  on  the  work  flow 

diagram  below  the  corresponding,  tasks  in  time  estimation. 
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Lesson  4- -Time  Estimation 
Directions  Following  Lesson  Pretest 


Vin.ecti.oyUi :  The  conjieet  ant>weA6  td  Let>6on  4  pretest  are  listed  down 
■the.  right  margin.    Check  your  correct  responses. 


Directions 1 6  you  answered  twelve  or -less  question* 
correctly,  you  have,  not  acceptably  demonstrated  knowl-  | 
edge  oft  the,  time,  titimati.cn  process  and  should  read  the\ 
lesson  abstract  and  content  outline  on  page*  4.5  and  j 
4.6.    Then  begin  the  tade-slixte  presentation  by  turning 
to  the  Instruction  on  page  4.7. 


Ij$  you  answered  thirteen  on.  more  question* 
correctly,  you  have  acceptably  demonstrated  knowledge 
oi  the  time  estimation -pro  cess  and  should  read  the 
lesson  abstract  and  content  outline  on  page*  4.5  and 
4.6.    Then  U  you  define  to  skip  the  tape-sli.de  pre- 
sentation, you  may  do  so  by  proceeding  directly  to 
the  practice  eKen.ci.6e  on  page,  4.15.        you  do 
desire  to  view  the  tape- s lid e:. presentation,  tiiAn  to 
the  instructions  on  page  4.7. 


Miltiple  Choice 


1.  D 

2.  A 

3.  D 

4.  C 

5.  A 

6.  B 

7.  C 

8.  A 

9.  C 

10.  B 

True/ False 

11.  F 

12.  F 

13.  T 

14.  T 

15.  F 


196 


Module  2 

Lesson  4  4.5 

Lesson  4- -Time  Estimation 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Time  estimation  is  an  attempt  to  determine  the  length  of  time 
needed  by  a  skilled  person  to  accomplish  the  task  assuming  availability 
of  equipment  and  resources.    The  time  estimation  is  the  amount  of  time 
it  takes  to  complete  the  tasks,  especially  the  longest  time  path  of  the 
work  flow,  called  the  critical  path.    Time  estimation  utilizes  units  of  • 
time  (e.g.,  weeks,  days,  etc.)  and  includes  the  most  likely,  pessimistic, 
and  optimistic  times  needed  to  complete  the  proiect. 
CONTENT  OUTLINE 

A.  Time  estimations  are  made  for  each  of  the  tasks  of  a  project  and  for 
the  total  project  time. 

1.  Work  packages  from  the  project  definition  are  used. 

2.  The  work  flow  diagram  is  used  for  total  project  time  estimation. 

3.  Manpower  manuals  on  work  efficiency  and  standard  tasks  are  used. 

B.  There  are  two  basic  types  of  time  estimations. 

1.  Deterministic  time  estimates  are  used  when  fairly  precise  esti- 
mates are  made  based  upon  considerable  information  available 
from  the  same  tasks  done  previously. 

2.  Probabilistic  time  estimates  are  used  when  little  information 
is  available.  Low,  high,  and  middle  estimates  are  made  using 
similar  tasks  performed  previously. 

C.  Time,  estimates  vary,  depending  upon:* 

1.  The  nature  of  the  task  itself, 

2.  The  degree  of  performance  required  in  the  task,  and 

3.  The  rate  of  resource  expenditure  allowed  for  the  task. 

D.  Skilled  persons  are  assigned  roles  in  relation  to  their  skills  and 
the  work  cf  the  tasks. 
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E.  Skilled  persons  assist  in  estimating  time  for  the  tasks  by  making 
estimates  and  by  evaluating  estimates  made  by  others. 

F.  There  are  specific  procedures  in  making  time  estimations. 

1.  Weeks  and  tenths  of  weeks  is  the  typical  time  unit. 

2.  Tasks  are  selected  at  random  when  making  time  estimations  to 
avoid  bias  estimates. 

3.  The  people  who  are  likely  to  be  performing  the  specific  tasks 
should  be  involved  but  without  making  work  assignments  so  as 
to  avoid  "padding"  of  the  estimate. 

4.  A  maximum  total  project  time  is  calculated  by  adding  all  task 
times  serially. 

5.  After  task  times  are  written  into  the  work  flow  diagram,  a 
most  likely  project  time  is  determined  by  adding  the  task  tines 
along  various  paths.    The  most  time-consuming  path  is  called 
the  "critical  path"  and  its  time  value  is  usually  used  for 
total  project  time  estimate. 
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Lesson  4- -Time  Estimation 
Instructions 

J.    S&t  up  the  fie.con.den.,  pn.ojecton.f  and  AQJieen. 

2.  Place,  the  canouAeJi  Atide.  t/iay  &ofi  thti  leAAon  onto  the  piojecton. 
and  advance  the  tnay  to  the  Atant  oh  "BaAic  VnA.vLCA.plzA  and  Tech- 
nique* oh  Project  Management,  LeAAon  4— Tunc  Estimation." 

3.  Place  the  caAAette  tape  hon.  thlA  leAAon  into  the  n.econdex  and 
rewind  to  the  rewind  Atop. 

4.  Statt  the  n.e.condex  and  advance  the  AtideA  iv-UJi  the  "change  tone.." 
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Lesson  4- -Time  Estimation 
Lesson  Text 

Introduction 

After  developing  the  work  flow,  the  next  step  in  project  planning  is 
the  development  of  time  estimates  for  individual  project  tasks  and  for  the 
total  project.    In  order  to  make  these  time  estimates,  the  type  and  extent 
of  work  required  for  the  accomplishment  of  each  task  must  be  determined. 
These  individual  tasks  or  work  packages  specify  a  certain  amount  of  work. 
The  particular  work  involved  is  matched  with  the  equipment,  materials  and 
personnel  needed  to  accomplish  the  specified  work.   Task  time  estimation  is 
an  attempt  to  determine  the  length  of  time  needed  to  accomplish  an  individ- 
ual task  using  the  equipment,  materials,  and  personnel  assigned  to  the  task. 
The  total  project  time  is  a  function  of  the  time  required  for  the  orderly 
accomplishment  of  the  specified  tasks  in  the  project. 

Nature  of  Time  Estimating 

Time  estimates  fall  into  two  classes- -deterministic  and  probabilistic. 

Deterministic  time  estimations  are  those  estimates  which  can  be  derived 
with  considerable  accuracy,  because  the  project  staff  has  available  to  it 
information  from  previous  projects  on  how  long  a  particular  job  will  take. 
In  such  instances  greater  confidence  and  certainty  can  be  placed  on  the  time 
estimates,  and  generally  a  single  time  estimate  for  these  tasks  is  sufficient. 

Probabilistic  time  estimates  are  those  estimates  which  cannot  be  deter- 
mined with  accuracy,  because  little  or  no  information  is  available  on  the. 
probable  duration  of  the  task.    Tasks  which  are  unique  to  the  project  staff 
fall  into  this  category.    The  ap^oach  in  this  case  is  to  make  some  reasonable 
estimate  based  upon  the  knowledge  of  the  task.    Generally,  multiple  estimates 
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for  these  tasks  are  obtained.  It  is  likely  within  a  project  that  both  deter-, 
ministic  and  probabilistic  time  estimates  will  be  required. 

Some  important  aspects  of  time  estimation  in  general  need  to  be  consid- 
ered. 

First,  the  time  to  perform  a  task  is  a  function  of  the  nature  of  the 
task.    That  is,  some  tasks  are  more  difficult  than* others  and  require  more 
time. 

Second,  the  level  of  performance  specified  for  a  task  affects  the  time 
required.    For  example,  if  the  task  is  to  provide  a  typewritten  copy  where 
no  erasures  or  corrections  are  permitted,  then  the  time  is  greater  than  when 
the  copy  is  to  be  a  rough  draft  for  discussion  purposes  only. 

Third,  the  time  to  accomplish  a  task  is  affected  by  the  rate  of  expen- 
diture of  resources.-   If  the  emphasis  is  upon  rapid  completion  of  the  task, 
many  people  might  be  assigned  to  work  simultaneously.    If  the  emphasis  is  on 
economy,  then  limited  resources  would  be  made  available.    For  example  one 
person  might 'be  assigned  to  work  on  the  task  during  idle  time. 

Fourth,  the  time  to  accomplish  a  task  is  dependent  upon  the  various  job 
roles  required  for  its  accomplishment.    Some  of  the  job  roles  for  educational 
projects  are  subject  area  instructors  or  specialists,  evaluators,  researchers, 
statisticians,  secretaries,  typists,  and  clerks.    The  rate  of  work  and  the 
performance  expectations  of  these  job  roles  must  be  considered. 


Time  Estimating  Process 

The  process  of  time  estimation  involves  both  the  estimate  of  the  time 
required  to  complete- individual  tasks  and  the  time  required  to  complete  the 
entire  project  effort.    These  two  different  processes  are  treated  separately' 
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Estimating  Task  Times;    In  determining  the  time  required  for  each  task, 
a  deterministic  time  or  a  probabilistic  time  procedure  can  be  used.    In  the 
latter  case,  the  estimator  should  consider  using  multiple  estimates:  an 
optimistic,  a  most  likely,  md  a  pessimistic  time.    If  he  can  find  a.  somewhat 
similar-  task  in  a  previous  project  where  things  went  well,  he  can  use  the 
reported  time  as  the  optimistic  time.    Likewise,  he  can  obtain  a  pessimistic 
time  estimate  by  finding  a  similar  task  where ,  every  thing  went  wrong.  The 
most  likely  time  is  the  time  the  task  would  take  under  normal  conditions. 
The  project  manager  might  want  to  use  Program  Evaluation  and  Review  Technique 
(PERT)  for  both  task  and  total  project  time  estimation.    This  procedure  in- 
volves making  pessimistic,  most  likely,  and  optimistic  time  estimates  and 
inserting  them  into  formulas  to  obtain  «n  "expected"  time  for  the  completion 
of  each  task  and  the  total  project.    Regardless  of  whether  three  time  esti- 
mates or  a  single  time  estimate  are  secured,  the  most  likely  or  expected  time 
is  placed  on  the  work  flow  diagram  above  the  corresponding  tasks. 

The  time  estimates  can  be  made  in  various  kinds  of  units.    The  rec- 
onmended  units  are  weeks  or  tenths  of  weeks.    Note  that  a  tenth  of  a  week  is 
one-half  of  a  day.    When  making  time  estimates  for  the  various  tasks,  one 
should  select  tasks  at  random  rather  than  following  a  sequential  or  left  to 
right  order  of  the  tasks  in  the  work  flow.    This  helps  to  avoid  biasing  an 
estimate  on  the  later  tasks  by  considering  the  time  estimates  assigned  to 

earlier  project  tasks. 

It  is  highly  recomnended  that  the  people  who  will  eventually  perform 
the  tasks,  or  are  knowledgeable  about  the  tasks,  be  involved  in  deriving 
task  times.    These  people  are  more  aware  of  potential  pitfalls  and,  as  a 
resuJt  of  their  involvement,  are  more  likely  to  have  some  attachment  to  the 
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task  in  the  event  they  are  eventually  assigned  to  it.   The  project  manager  . 
,must  be  alert  to  the  tendency  of  people  to  pad  time  estimates  in  order  to 
provide  self-protection.    Consequently,  the  actual  assignment  of  personnel  to 
each  task  should  not  be  made;until  time  estimation  has  been  completed.'  The 
use  of  potential  project  people  should  be  clearly  defined  as  assistance  for 
the  purpose  of  time  estimation  and  not  be  defined  as  task  assignment. 

Estimating  Project  Time.   When  all  tasks  of  a  project  have  an  estimated 
time  for  completion,  a  total  or  overall  project  time  is  computed.    There  are 
a  number  of  methods  for  obtaining  a  total  project  time  estimate.    One  method 
is  to  merely  add  the  times  for  each  task  assuming  that  all  tasks  are  com- 
pleted in  a  linear  sequence  one  at  a  time.    Few  if  any  projects,  however,  are 
done  as  a  sequence  of  tasks  one  at  a  time.    Therefore,  the  actual  project 
time  will  surely  be  less  than  this  estimate. 

A  second  method  is  to  use  the  work  flow  diagram  with  the  task  times 
placed  along  the  activities  of  the  diagram.    The  task  times  along  all  possi- 
ble paths  through  the  work  flow  are  added.    The  most  time-consuming  path 
gives  a  total  project  time  called  the  critical  path  time.    This  time  is  the 
time  for  the  completion  of  the  project  if  the  resources  allocated  are  suffic- 
ient to  allow  indicated  parallel  activities  to  be  performed  simultaneously. 
The  sum  of  task  times  which  fall  along  the  longest,  or  critical,  path  in 
the  work  flow  diagram  is  reconmended  as  the  best  estimate  of  the  total  proj- 
ect time. 

Because  of  an  imposed  constraint,  such  as  a  school  year  requirement  or 
a  specific  date  imposed  upon  the  project  manager  from  outside  the  project, 
the  actual  total  project  time  may  have  to  be  adjusted  from  the  originally 
estimated  time.    The  alternatives  available  to  the  project  manager  in  solving 
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this  problem  are  to  conduct  more  activities  in  parallel,  reallocate  resources, 
obtain  additional  resources,  change  the  scope  or  performance  specifications 
of  the  project  activities,  or  eliminate  some  activities. 

Time  Estimation  Example 

Let  us  now.  look  at  an  example  of  time  estimation.    Bridgetown  School 
has  a  project  to  plan  the  second  semester  adult  education  program.   One  work, 
package  is  described  as  developing  and  reproducing  the  course  offering  and 
sign-up  form.    The  previous  task  of  determining  the  courses  to  be  offered 
has  been  completed.    In  estimating  a  time  for  this  work  package,  the  project 
manager  might  first  seek  someone  who  has  designed  a  similar  form  and  had  it 
printed.    The  time  estimates  from  this  previous  project  would  then  be  used  to 
hely  estimate  times.    If  previous  experience  could  not  be  obtained,  the  proj- 
ect manager  would  hive  to  use  his  best  judgment  in  estimating  how  long  it 
would  take  ,to  write,  review  and  re-write  a  clear  form  letter  of  about  the 
length  required  to  convey  the  necessary  infcrmation  about  the  adult  education 
program.    He  would  also  have  to  consider  the  time  required  for  a  few  people 
to  react  to  the  form  and  the  time  necessary  for  typing  and  printing  the  re- 
quired number  of  copies  of  the  final  version.    The  project  manager  would  then 
add  these  tijnes  to  obtain  a  time  for  the  entire  work  package.    This  process 
of  estimating  the  time  'for  the  completion  of  a  work  package  is  illustrated  in 
Figure  #1. 

As  was  done  with  this  one  work  package,  the  project  manager  and  his 
staff  would  make  time  estimates  for  all  the  other  work  packages  or  tasks 
appearing  in  the  project  work  flow  diagram.    These  time  estimates  would  then 
be  placed  above  each  task  on  the  work  flow.    Next,  the  times  along  all  the 
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1) 

Work  Package/Task  Description 

4)    Summation  of  Subtask  Times 

Develop  and  reproauce  tne  course 

buotasK  A  -  z  weeks 

Ullwi  Jilg    di ILL    31^11    Ll^J  1.UX.JU* 

Subtask  B  -  2  weeks 

2) 

*  List  of  Subtasks 

Subtask  C  -  3  weeks 

Subtask  A  -  Write  draft 

Subtask  D  -  1  week 

Subtask  B  -  Review  draft 

Subtask  E  -  1  week 

Subtask  C  -  Revise  draft 

Total  Time   9  weeks 

for  Work 

Subtask  D  -  Type  final  draft 

1  Package 

Subtask  E  -  Print  final  draft 


3)    Estimates  of  Subtask  Times 
Subtask  E  -  1  week 
Subtask  B  -  2  weeks 
Subtask  D  -  1  week 
Subtask  A  -  2  weeks 
Subtask  C  -  3  weeks 


(Note:    Summation  for  estimation  of  work 
package  time  assumes  subtasks  will 
be  perforate*  in  a  linear  sequence. 
However,  if  any  of  these  subtasks 
are  performed  in  parallel  or  siimt 
taneously  the  total  time  for 
package  completion  will  be  less 
than  9  weeks,) 


Figure  #1- -Example  of  Process  Sequence  for  Work  Package  Time  Estimation 
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Total  Project  Time  16  weeks 


Longest  time  path  through  the  project  work  flow  diagram  or  network  is  A  to  B  to  C  to  F  to  G. 
Therefore,  the  best  estimate  of  the  total  project  time  is  this  critical  path  time  of  16  weeks. 

Figure  #2- -Example  of  Project  Time  Estimation 
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possible  paths  through  the  work  flovr  would  be  computed.    The  longest  "time 
path"  would  then  be  labeled  the  project  critical  path.    The  tijne  along  that 
path  would  be  used  as  the  best  estimate  of  the  total  project  time.  This 
process  of  estimating  the  time  for  the  completion  of  the  total  project  effort 
is  illustrated  in  Figure  #2. 


Summary 

It  is  desirable  that  time  estimates  for  project  tasks  be  made  by  people 
who  are  familiar  with  the  activities  involved.    In  making  these  estimates  it 
should  be  assumed  that  necessary  resources  will  be  available  for  the  tasks. 
Tasks,  however,  can  be  completed  faster  with  a  high  utilization  of  skilled 
persons  and  other  resources  or  completed  in  a  slower  time  with  a  low  rate  of 
resource  utilization.    A  "best"  task  time  is  one  which  conserves  resources 
and  yet  completes,  the  task  prior  to  the  need  for  its  end  product  by  a  sub- 
sequent task.    Time  estimates  should  be  made  in  a  time  unit  such  as  weeks. or 
tenths  of  weeks.    Most  likely,  pessimistic  and  optimistic  time  concepts  may 
be  employed  if  necessary. 

Once  time  estimates  have  been  made  for  all  project  work  packages  or 
tasks,  these  estimates  should  be.  placed  on  the  project  work  flow  diagram. 
The  time  required  for  completion  of  the  project  is  then  determined  by  summing 
times  along  various  paths  through  the  work  flow.    The  time  along  the  longest 
time  path,  called  the  critical  path,  is  the  time  for  the  completion  of  the 
project. 


Read  the.  dOwctianA  Ion.  Fxpacaap  A 
av\  the.  IqMomjLm  page. 
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Lesson  4- -Time  Estimation 
Exercise  A 

Vin.ectiom> :    ThiA  exen.cM>e  caKKieh  thnough  with  the  inbenvice  Vuu.yu.ng 
wotikbhop  developed  in  the  ex.eAcii>et>  In  Le&ao'n  3.    In  thii  ex.encii>et  you 
one  to  make  estimate*  ion.  the  time.  needed  to  complete,  one  oi  the.  taAkA 
involved  in  miming  the.  voofihAhop  boded  on  the.  in^oHmation  given.  Cal- 
culate the.  likely  ^time  Ion  completion  ofi  tkit>  ta&k  and  exp>iei>4  youK 
an&iven.  in  tenth*  o&  a  Meek.   

Task  9.    Write  objectives  and  script  for  each  program  presentation. 

This  task  will  involve  getting  together  with  the  instructors  and 
drafting  the  objectives  and  script  for  the  presentation.    It  will  pro- 
bably take  one  day -for  the  group  to  do  this,  after  which  time  it  can  be 
given  to  the  typist  for  typing.    The  group  of  instructors  can  then  proof- 
read the  draft  and  make  final  corrections  in  about  one  afternoon. 

The  superintendent  can  then  review  the  draft.    Assuming  you  can  get 
it  to  his  office  in  the  morning,  he  has  promised  to  get  the  draft  back 
to  you  with  his  comments  by  late  the  same  day.    You  can  then  confer  with 
the  instructors  to  revise  the  objectives  and  submit  them  to  the  typist 
for  final  copy  and  for  duplicating  them  so  they  can  be  distributed  to  the 
workshop  participants.    It  will  take  the  group  about  a  day  and  a  half  to  . 
write  the  revised  version.    Parts  of  the  objectives  and  script  can  be 
given  to  the  typist  during  the  last  half  day  of  the  revising  process.  It 
will  take  her  about  one  whole  day  to  type  the  final  copy  for  duplicating. 
The  actual  duplicating  can  be  done  in  a  half  a  day. 

Estimated  task  time   . 

Tain  the  page  and  check  youJi  <x»iAM>e/i4. 
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Lesson  4- -Time  Estimation 
Exercise  A- -Solution 


ViKection*:    Given  below  u>  a  buggeAted  t>olutLon  ion.  Ex'eAci&e  A.  Check 
youA  KCAponbc  against  the  ant>weA  given.-  Vcu/i  anbufen.  should  be  within 
one-haU  day  {i.e.,  o ml- tenth  o&  a  u)iek)  oh  thi  antweA  given.    Irf  you 
heel  tiit  need  ion.  additional.  imtMiciion  at  thib  point,  review  thz,  idexu> 
contained  in  the.  le*t>on  ok  check  one  oh  the  option*  on  page  4.19.  Khtex 
youA  review,  move  on  to  IxeAci^e  B    on  the  next  page.    lh  you  do  not 
icview,  go  night  on  to  the  next  page..  


Initial  writing  of  objectives  and  script  1  day         .2  weeks 

Typing  the  initial  draft  1/2  day      .1  weeks 

Instructors  review  of  initial  draft  1/2  day       .1  weeks 

Superintendent's  review  of  draft   1  day  .2  weeks 

Instructors*  revision  of  objectives  and  script.  .  .  1  1/2  day  .3  weeks' 

Typists*  final  typing  of  objectives  and  script.  .  .  1  day  .2  weeks 

Duplicating  the  final  copy   1/2  day  .1  weeks 

This  appears  to  total  to  1.2  weeks.    However,  remember  that  the  instruc- 
tors* revision  of  the  final  copy  of  the  objectives  and  the  final  typing 
of  the  objectives  overlap  by  half  a  day  (i.e.  ,  .1  weeks).    This  is 
because  the  objectives  and  script  are  being  given  to  her  for  typing  as 
they  are  completed.    Therefore,  the  total  for  the  entire  task  should  be 
1 . 1  weeks . 
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4.17 


Lesson  4- -Time  Estimation 
Exercise  B 


Vine.ction6 :    RzpfUnted  belou)  is  the.  hlovo  chaKt  hoi  the.  activities  involved 
in  conducting  the.  mukshor.  *    Pointed  beJLow  each,  activity  is  an  estimate, 
oi  the,  moAt  likely  time  X  will  takz  to  complete,  zack  activity,  zxpfies^zd 
in  te.nths  oi  a  week. 

Von  ajie.  to  hind  the.  critical  path  oi  the.  project  and  the. 
time  length,  oi  this  path. 


Task  3 
.2 


Task 
2 


Task  6 


\                Task  1  N 

.  T 

Task  10 

J 

1.2 

— .  > 

.6 

A.  Project  Start 

B.  Staff  Survey  Complete 

C.  Retreat  Location  Complete 

D.  Program  Plan  Complete 

I:#  Teaching  Assignments  Complete 

P.  Participant  Selection  Complete 

G.  Objectives  Complete 

H.  Pre/Post-Tests  Complete 

I.  Staff  Workshop 
J.  End  Workshop 


LEGEND 

=   Milestone  Event 

■  Activity 

=  Constraints 

(Dummy  Activity) 


TuJin  the.  page  and  diecfe  youx  avswen.. 
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Lesson  4- -Time  Estimation 
Exercise  B—  Solution 


4.18 


Vih.eeXX.onhi    Given  below  lb  the  hoZutlov  to  BxeAcue  8.    Voua  toiution 
tkould  not  deviate  iKom  U.    HtVi  you  have  checked  youti  anAMen.,  proceed 
to  the  next  page.  


Finding  the  critical  path.  '  The  critical  path  is  the  most  time-consuming 
path  in  the  project.    It you  added  the  times  along  all  possible  paths  in 
the  flow  chart  from  "Start"  to  "End  Workshop",  you  would  have  found  the 
longest  path  to  be  along  Tasks  5,  3,  9,  and  4.    No  other  path  is  as  long. 

Finding  the  total  time  for  the  project.    The  total  time  for  the  project 
is  the  total  time  along  the  critical  path.    The  total  time  along  the 
path  of  Tasks  5,  3,  9,  and  4  is  4.3  weeks. 

While  it  is  not  part  of  the  exercise,  you  might  want  to  consider  how 
you  would  reduce  the  total  time  of  4.3  weeks  if  given  only  4  weeks  to 
complete  the  project.    Would  you  speed  up  work  rates  for  some  task? 
Reduce  quality  standards  for  the  end-product?   Devote  less  time  to  some 
task?    Or  some  other  solution? 


Module  2 
Lesson  4 


4.19 


Lesson  4- -Tine  Estimation 


Directions  and  Choices  Following  the  Practice  Exercise 


Baaed  upon  a  &zli-zva£uation  oi  youn.  peK{onmancz  on  thz  two 
zxeAcues  in  tkis  teuton,  you  kavz  eltheAi 

A.  acczptably  t>atis{izd  thz  objzctives  otf  estimating  turn  ion. 
a  project  and  should  novo  Win  to  thz  pot>t-test  hound  on 
pagz  4.20. 

B.  not  6atUitzd  thz  objzctives.    1$  to,  you  should  AeZzct  onz 
on.  mon.z  o\  thz  fallowing  courses  oi  action. 

1.  Study  thz  additional  examples  beginning  on  page.  4.22  and 
thzn  rework  ExzrcUses  A  and  B  beginning  on  page.  4.15'. 

2.  Read  Chaptzr  7  o&  Educational  Project  Management  by 
Vesmond  L.  Cook  and  thzn  rework  Exzrxuses  A  and  B  begin- 
ning on  pagz  4.15. 

3.  View  thz  hlidz-tapz  presentation  again;  inttAJuctions  are 
on  pagz  4.7  .    k{tex  thz  presentation,  rework  ExzrcASes 
A  and  B  beginning  on  pagz  4.15. 

4.  Read  thz  lesion  narrativz  beginning  on  pagz  4.8. 
Tken,  rework  exercises  A  and  B  beginning  on  pagz 


4.15. 


5. 


Rework  Exercises  A  and  B  beginning  on  pagz  4.15. 
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Lesson  4- -Time  Estimation 
Post -Test 


VvidcXionA i    ?lea&e  take.  time,  to  cajie-tully  anwen.  the,  multiple,  choice  and 
time./ tats  e  question*  given  below.    foH.  the  multiple  choice  question*  you 
(Vie  to  cificle  one  cofuiect  ok  but  ansuoen.  (A,B,C  oft  V]  and  fon  the  tAue  and 
faJUe  you.  axe  W~indicate  the  coKKect  weapon* e  with,  the  lette/i  F. 

Please  mXXe  the  laU  iouJi  digUi>  of  youJi  Social  Security  numbeA  on  the 
line  below  60  tnaTIKe  page*  can  be  identified  in  the.  event  they  become 
tepanated  _. 


1.  Why  should  tasks  be  selected  at  random  from-  tasks  in  the  work  flow 
when  making  time  estimates? 

A.  To  avoid  placing  a  biased  estimate  on  the  later  tasks 

B.  To  save  time  during  time  estimation 

C.  To  allow  many  people  to  help  in  the   time  estimation  process  without 
refer ing  to  the  work  flow. 

D.  To  avoid  confusion  with  the  constraints  and  interdependencies 
represented  in  the  work  flow. 

2 .  What  are  the  names  of  the  multiple  time  estimates  used  when  employing 
probabilistic  time  estimating  procedures? 

A.  Expected  and  pessimistic  times 

B.  Expected  and  most  likely  times 

C.  Optimistic  and  pessimistic  times 

D.  Optimistic,  most  likely   and  pessimistic  times 

3.  What  is  the  generally  recommended  time  unit  for  individual  task 
time  estimates?, 

• 

A.  Days 
••  B.  Biweeks  and  months 

C.  Weeks  and  tenths  of  weeks 

D.  Hours 

♦ 

4.  Deterministic  time  estimates  are  made  for  tasks  of  what  type? 

A.  Repetitive 

B.  Unique 

£.  Once -through 
D.' Uncertain 
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Module  2 
Lesson  4 

5.     What  is  meant  by  process'  of  "time  estimation?" 

A.  Determining  the  length  of  time  needed  for  conpletion  of  the  project 

B.  Adjusting  the  times  required  for.  completing  individual  tasks 

and  the  total  project  t  . 

••  «   C.  Estimating  personnel  and  time  required  to  complete  project  tasks 
D.  Determining  the  length  of  time  needed  to  accomplish  individual 
project  tasks  and  the  total  project 

§.     Where  are  the  activity  or  task  times  normally  placed  on  the  work  flow 
diagram?  .r 

A.  Along  the.  activities  of  the  diagram 

B.  Along  the  milestone  events  of  the  diagram 

C.  Along  the  critical  paths  of  the  diagram 
-.  D.  Along  the  events  of  the  diagram 

7.  What  is  meant  by  the  project   critical  path? 

A.  The  average  time  for  all  project  pathways 

B.  The  shortest  time  consuming  path  of  work  flow 

C.  The  longest  time  consuming  path  of  work  flow 

D.  The  work  flow  path  with  the  most  amount  of  slack 

8.  Who  should  be  involved  in  estimating  task  times? 

A.  "Project  director  and  funding  agency 

B.  -  Project  staff  knowledgeable  about  the* task 

C.  All  professional  staff  in  the  project 

D.  Only  project  supervisors 

9.  What  is  the  basis  generally  used  to  determine  the  total  project  time? 

A.  Critical  path 

B.  All  individual  task  times 

C.  Work  flow  diagram 

D.  Milestone  event  times  ' 

10.  What  is  the  basic  project  element  .to  which  time  estimates  are  assigned? 

A.  Critical  path 

B.  Activity 

C.  Event- 

D.  Milestone 
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Indicate,  whether  the  itatemeyvU  lUted  below  aKe  tjuxe  ok  iaUz  by  mAZLnQ  a 
T  ok  V  on  the  line. 


11.  The  time  to  perform  a  task  in  time  estimation  is  a  function  of 

the  nature  of  the  task.  ; 

12.  .        The  most  likely  or  expected  time  is  placed  on  the  work  flow 

"diagram  below  the  corresponding  tasks  in  time  estimation. 

13.   Probabilistic  time  estimates  are  made  for  tasks  which  are 

repetitive.  ,  y  \, 

14.  The  total  project  time  is  based  upon  the  time  required >  for;  the 
 orderly  accomplishment  of  key  tasks  in  the  project. 

15.  TheHime  to  accomplish  a  task  is  affected  by  the  rate  of  .  ^ 
expenditure  of  resources.  N 


TuAn  the  page  and  eh.edu  youA  ant>u)eAA 
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Lesson  4- -Time  Estimation 
Directions  and  Choices  Following  Lesson  Post-Test 


Directions:  The  correct  answers  to  Lesson  4  post- test  are  luted  down 
the  right  margin.    Check  your  'coviict  responses.  


2. 


Directions'-    Jh  you  answered  twelve,  ok  less  questions 
correctly,  you  have,  not  acceptably  demjnstAated  knowl- 
edge oh  the  time  estlrnat<.on  process  and  should  \elect 
one  on.  more  oh  the  hollowing  courses  oh  action.  \ 

1,    View  the.  A  tide- tape  presentation  by  tur.nlng 
to  page  4.7  and  proceeding,    khter  the.  pre- 
mentation,  turn  to  the  Lesson.  Quality  Con- 
trol Vow  on  page  4.27. 

Read  the.  lesson  narrative  beginning  on 
page  4.S.    Then,  tarn  to  the  Lesson  Quality 
Control  Vorm  on  page  4.27. 


3.  Read  Chapter  7  oh  educational  Project  Manage- . 
ment  by  Desmond  L.  Cook  and  then  turn  to  the 
letson  Quality  Control  Vorm  on  page  4.27. 

4.  Study  the  additional  examples  beginning  on 
page4, 22  and  then  turn  to  the  Lesson  Quality 
Control  Vorm  on  page  4.27. 

5.  Rework  tlie  lesson  post-test  and  then  turn  to 
the  Lesson  Quality  Control  Vorm  on  page  4.27. 

Jh  you  answered  thirteen  or  more,  .question*  correctly,  you 
have  acceptably  demonstrated  knowledge  oh  time  estima- 
tion and  should  now  turn  to  the  Lesson  Quality  Control 
Vorm  on  page  4.27.  Additional  examples  on  estimating 
time  are  hound  on  page  4.22.    Reherences  ho*  additional 
readlxg  are  listed  on  page  4.26.  b 


Multiple  Choice 

1.  A 

2.  D 

3.  C 

4.  A 

5.  D 

6.  A 

7.  C 

8.  B 

9.  C 

10.  B 
True/False 

11.  T 

12.  F 

13.  F 

14.  F 

15.  T 


•  \ 

\ 

\ 

\ 
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Lesson  4  4.22 

Lesson  4- -Time  Estimation 
Additional  Example  A 

A  school  district  in  a  southern  state  decided  to  implement  «.  school 
desegregation  plan  for  its  system.    The  district  had  been  maintaining  a 
dual  school  system,  one  for  Negroes  and  another  for  whites.    The  plan 

« 

included  such  activities  as  building  additions  to  white  schools  to  accom- 
modate the  increase  in  enrollment  since  the  Negroes  were  all  to  be  trans- 
ferred  to  white  .schools  and  the  Negro  schools  disestablished.    It  was 
also  necessary  to  bring  various  local  groups  into  the  plan  so  they  could 
be  oriented  to  what  would  happen,  to  integrate  the  teaching  and  adminis- 
trative  staffs,  and  various  other  activities. 

Since  -the  school  district  had  no  previous  experience  to  guide  them 
in  the  preparation  of  a  timetable  for  such  a  project,  it  was  decided  to 
use  a  PERT  network  to  show  the  flow  for  the  various  tasks  and  to'  use 
probabilistic  time  estimates  to  determine  the  times  involved  in  the 
implementation  of  the  desegregation  plan. 

The  flow  chart  for  the  plan  is  reproduced  on  the  following  page. 
The  time  estimates  are  shown  in  weeks  and  only  the  times  along  the 
critical  path  are  given.    For  each  activity,  an  optimistic,  expected, 
and  pessimistic  time  is  shown.    For  example,  for  the  activity  labeled 
"Complete  Teacher  Preparation  Program"  the  times  given  are  18-24-30, 
indicating  that  an  optimistic  time  is  18  weeks,  the  expected  time  is 
24  weeks,  and  the  pessimistic  time  is  30  weeks  for  completion  of  the 

* 

activity.    The  total  expected  time  for  the  project  is  87  weeks. 
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ItfTtOOUCt  CftMftfTW  AWim 
fWmUCTION  K*  SMC1AL  

TvrotiNa  or  stow  uaincm 


IT  AIT  mOAL  MOOftAMf  TO  NtLT 
NfGtO  STUOtNTS  ADJUST  TO  ACADCMK 
MQUIUMINTf  Of  WMTO  SCHOOLS 


iNTtoooa  shcial  itvdimt.to- 

ITUMNT  TVTOilMO  FROOftAM 


TWOS  rtOMAMS  TO  COHTIMUfl 
UNTIL  NO  lOMOnt  NttOtp 


2«0 
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04  MJAL  ICHOOi 
STtTIM 


Ti  •  17  Wotks 


\ 


Pert  Network 
for  County 

School  Desegregation 


2  J. 
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Lesson  4  -  4.24 

Lesson  4- -Time  Estimation 

Additional  Example  B 

The  Midville  School  System  is  endeavoring  to  gather  information 
regarding  the  attitudes  of  local  citizens  towards  local  issues  of  concern 
to  the  schools.    George  Smith,  an  administrator  in  the  school  system's 
Planning  Office  has  been  given  the  task  of  making  the  survey. 

In  reviewing  the  surveys  which  had  been  taken  in  the  past,  he 
found  that  previous  efforts  to  gather  information  by  such  a  survey  method 
had  neglected  to  establish  adequate  hypotheses  and  to  give  proper  consid- * 
eration  as  to  why  the  study  is  being  conducted  and  how  the  data  is  to  be 
analyzed.    He  decided  to  make  this  part  of  his  planning  for  the  survey 
project  and,  once  this  was  done,  to  draw  up  his  design  for  collecting 
this  infoimation,  analyzing  the  data,  and  reporting  it. 

After  determining  the  work  breakdown  structure  for  his  project,  he 
placed  the  various  tasks  into  a  flow  chart  and  then  assigned  times  to  the 
various  tasks.    Since  he  had  previous  experience  in  making  such  surveys,- 
he  was  fairly  certain  as  to  the  time  which  would  be  required  in  carrying 
out  the  tasks.    Therefore,  he  made  only  one  time  estimate  for  each  activity. 
His  flow  chart,  with  the  times  he  assigned  (expressed  in  days)  is  on  the 
next  page. 

After  looking  at  the  times  which  he  placed  on  the  chart,  he  found 
that  the  critical  path  was  along  tasks  1,  2,  4,  5,  9,  10,  14,  15,  16,  17, 
18,  19,  22,  23,  24.    The  critical  path  totaled  to  61  days.    With  five 
working  days  per  week,  this  meant  that  slightly  over  12  weeks  would  be 
needed  to  complete  the  project. 


Lesson  4- -Time  Estimation 
Additional  Example  B 


1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 


Start  Project 
Complete  Objective 
Complete  Data  Paradigm 
Complete  Hypotheses 
Start  Item  Construction 
Start  Universe  Definition 


Event  Identification 


9.  Start  Tryout  17. 

10.  Start  Final  Form  18. 

11.  Start  Interviewer  Selection  19. 

12.  Complete  Administrative  Procedures  20. 

13.  Complete  Schedules  21. 

14.  Start  Field  Interview  22. 

15.  Start  Data  Coding  23. 

16.  Complete  Follow-up  24. 


k>  .„  o 


Start  Sampling 
Start  Sample  Selection 

Chart  derived  from  Desmond  L.  Cook,  Program  Evaluation  and  Review  Technique: 
U.  S.  Office  of  Education  Monograph  No.  17,  Government  Printing  Urtice, 
page  43. 


PS 

n 

S3  Q 
4*  tsl 


Bold  lines 
show  critical 
path. 

Start  Tabulation 
Start  Statistical  Tests 
Complete  Tests 
Complete  Interpretation 
Complete  Tables 
Complete  Charts 
Start  Narrative 
Complete  Narrative 

Applications  in  Education , 
Washington,  D.  C. .  iyt>o, 


ts) 
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Lesson  4- -Time  Estimation 
Reading  References 

Additional  knowledge  about  the  principles  and  procedures  of  tune 

« 

estimation  can  be  obtained  by  reading  from  the  references  below: 

Archibald,  R.  D.  and  R.  L.  Villoria*   Network- Based  Management  Systems. 
New  York:   John  Wiley  and  Sons ,  1967,  Chapter  3  and  4.  ~ 

Baumgartner,  J.  S4    Project  Management .   Homewood,  111.:   Richard  D.  r 
Irwin,  Inc.,  1963,. Chapter  2,  3,  and  Appendix  B-l. 

Cook,  Desmond  L.    Educational  Project  Management.   Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  7. 

Wbodgate,  H.  S.    Planning  by  Network.    New  York:    Brandon  Systems  Press, 
1967,  Chapter  5  and  6. 
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Lesson  4? -Time  Estimation 


Lesson  Quality  Control  Form 


: 


VinectionSi    PCease  take  turn  to  canefiuZly  an&voeA  the  jjotfi  question*  given 
bcioio.    Voua  ansu)eM  Ml  provide  valuable  information  fan.  the,  nevtsion  and 
improvement  of  thts  leASon.    Veet  in.ee  to  mite,  additional  comments  on. 
ne.commenda.Uoni,  on  the  back  of  this  {oKm.    Voua.  wsponse*  uxUZ  be  kept 
stxictty  confidential..    Please,  vinitz  the  last  fouA  digits  of  yoaK  Social 
^ entity  numbcA  on  the  tine  below  so  that  the  page*  can  be,  identified  in 
the  event  they  become,  separated  . 

t. 

Thank  you  fon\  tjouA  assistance,. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


Tu/in  the,  page  and  proceed 
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Lesson  4- -Time  Fnimation 
Termination  Instructions 


4.28 


Upon  complexion  o&  the  Luton  Quality  Control  Vom,  you  afie  tot 

TeaK  out  and  staple  the  pages  oh  the  Lesson  Quality  Control  Vom. 
Place  the  lorn  in  the  6 pedal  envelope  provided. 
Mail  the  envelope  to  Research  \ok  Betten  School*,  Inc.,  Suite  1700, 
1700  Market  Stxeet,  Philadelphia,  Pennsylvania  19103. 


This  lesson  on  time,  estimation is  novo  completed.    Lesson  5  entitled 
"ResouA.cc  EstimUon  and  Scheduling"  Is  the  next  lesson  Jjx  -the 
.  sequence;  you  axe  advised  to  locate  the  lesson  booklet  and  >iaad 
the  AjntAjoductoH.y  page. 


NODULE  TWO 
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5      Resource  Estimation  and  Scheduling 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 

1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 
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Lesson  5 ^-Resource  Estimation  and  Scheduling 
Introduction  to  Lesson 


This  lesson  contains  the  following  items.   Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. 

Page 

A.    Booklet  containing  the  following  items 


Introduction  to  lesson   5.1 

Overview  and  objectives                                       I  5^2 

Pretest   5 .'  4 

Lesson  abstract  and  content  outline  .   5.7 

Lesson  text   5 .11 

Exercise  on  resource  estimation  ,   5.20 

Post-test  .•   5.28 

Additional  examples   s! 30 

Reading  references  ,  5.35  . 

Lesson  Quality  Control  Form   IS  [35 


B.    Set  of  Color  Slides  entitled  "Module  2--Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  5-Resource  Estimation  and  Scheduling." 

C    Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques  of 
Project  Management,  Lesson  5- -Resource  Estimation  and  Scheduling." 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

small  ruler  or  straight  edge  > 

TIME  REQUIRED.    The  tape-slide  presentation  runs  approximately  12 
the  exercise  takes  approximately  30  minutes,  and  about  50  minutes  is 
needed  to  complete  the  entire  lesson. 
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Lesson  5—  Resource  Estimation  and  Scheduling 
Overview  and  Objectives 

OVERVIEW  i 

Up  to  this  point  in  the  lesson  sequence,  you  have  been  exposed  to 
steps  in  the  planning  phase  which  focused  upon  objectives  setting,  work  . 
delineation,  the  sequencing  of  tasks,  and  deriving  estimates  of  the  tijne  to 
do  each  task  and  the  total  project.    The  successful  completion  of  any 
project  depends  on  the  amount  and  type  of  resources  made  available  to  the 
effort  and/or  requested  to  support  the  various  project  tasks.    This  lesson 
introduces  you  to  the  concept  of  resource  estimation  or  determination.  It 
is  the  last  step  prior  to  establishing  the  budget  or  cost  estimate  for  the 
project  which  is  the  subject  of  the  lesson  following  this  one. 
OBJECTIVES 

Upon  completing  this  lesson,  the  student  should  be  able  to  establish 
for  a  given  project  the  types  and  amounts  of  resources  (personnel,  materials, 
services,  travel,  communications,  and  so  on)  needed  to  complete  the  pro- 
posed scope  of  work.    The  specific  objectives  of  the  lesson  are  as  follows: 

1.  The  student  should  be  able  to  estimate  the  resources  necessary 
for  accomplishment  of  each  given  task  by  detailing  the  resources  under  a 
list  of  specialized  headings. 

2.  The  student  should  be  able  to  construct  or  create  a  task- event 
calendar  given:    (a)    a  project  or  task  start  date,  (b)    work  flow  diagram, 
(c)    estimated  task  times,  and  (d)    overall  project  time. 

3.  The  student  would  be  able  to  combine  the  given  task  resource? 
with  a  project  task-event  calendar  using  nominal  or  color  coding  for  given 
resource  items. 
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4.  The  student  should  be  able  to  adjust  the  tasks  which  have  an 
associated  slack  so  as  to  achieve  a  uniform  rate  or  level  of  resource 
utilization  given:    (a)    a  project  task-event -resource  calendar,  and 
Cb)    a  work  flow  chart. 

5.  The  student  should  be  able  to  establish  a  resource  conmonality 
table  to  exclude  common  resource  items  from  the  list  of  resources  included 
on  a  given, calendar. 

6.  The  student  should  be  able  to  calculate  or  establish  the  lead 


/  time  required  for  the  acquisitions  of  each  type  of  needed  resource. 


Complete  the  pneAeAt  on  the.  hollowing 
page.. 
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\  Lesson  5 --Resource  Bstiihatign 

\  Pretest  \ 


Vlnectlon&i   Please  take  -tone  to  caAefuJUy  amweA  tkk  multiple,  choice 
and  tm.eliaUe  question*  given  below.    Von  the.  multiple  chalet  que&Uofo 
you  oKe  to  clftcle  onecowiect  on.  but  cuuweA  {A,8,C  on.\V) ,  and  ioK  the 
tme  and  false you  aJie.to  Indicate  the,  conxect  *eApoji4£\MiCtft  the  letter 
T  oA  F, 

Vleate  wute  the  la&t  $oua  digit*  of  youfi  Social  SecwUty  n'amben.  on  the  * 
line  helm  40  that  tke  pagel  can  be  Identified  In  the  event  they  be- 
come AepaAcuted  ■  '• 


1.  Resource  estimation  is  concerned  with  what  action  or  activity? 

A.  Determining  the  type  and  quantity  of  resources  needed  for  each 
project  task  and  the  total,  project 

B.  Estimating  the  lead  time  for  project  resources 

C.  Estimating  the  cost  to  the  organization  for  project  space, 
facilities,  and  resources 

D.  Developing  schedules  for  resource  utilization 

2.  What  purpose  can  resource  estimation  serve  in  the  project  definition 
process? 

A.  Examine  the  resources  required  for  the  completion  of  individual 
tasks 

B.  Specify  calendar  dates  for  the  acquisition  of  project  equipment 
and  other  resources 

C.  Translate  plan  into  a  time  -table 

D.  Determine  what  resources  are  important  to  the  project 

3.  What  is  generally  considered  to  be  the  most  expensive  project  resource? 

A.  Equipment 

B.  Facilities 

C.  Computer  services 

D.  Personnel  , 

4.  What  is  the  conmon  denominator  to  which  all  resource  items  are 
converted  for  purposes  of  control? 

A.  Personnel  codes 

B.  Dollars 

C.  Man  hours 

D.  Calendar  dates 
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5.  Scheduling  or  the  translation  of  the  project  plan  into  a  time-table 
is  done  for  what  purpose? 

A.  To  allocate  resources  to  the  various  tasks  over  time 

B.  To  identify  the  limits  and  constraints  important  to  the  project 

C.  To  insure  the  successful  completion  of  the  project 

D.  To  show  specific  calendar  dates  for  the  start  and  completion 
of  work 

6.  What  important  criteria  are  generally  considered  while  maintaining 
application  of  resources  in  developing  the  project  schedule? 

A.  Completing  the  project  in  the  maximum  time  with  minimum  cost 

B.  Completing  the  project  to  the  maximum  satisfaction  of  higher 
authorities 

C.  Completing  the  project  within  minimum  time  and  cost  with  maximum 
performance 

D.  Completing  the  project  within  ideal  schedule  with  limited  constraints 

7.  Which  one  of  the  following,  generally  makes  the  process  of  project 
scheduling  somewhat  difficult? 

A.  12  months  academic  yea* 

B.  More  personnel  available  for  short  term  employment 

C.  More  use*  of  computers 

D.  Lack  of  necessary  resources 

8.  What  purpose  can  a  Gantt  or  bar  chart  serve  in  the  resource 
estimation  process? 

A.  To  visualize  resources  relater*  to  a  few  important  tasks 

B.  To  present  the  task  resource  schedule 

C.  To  visualize  the  distribution  of  tasks  and  all  resources  over  time 

D.  To  visualize  resources  related  to  project  milestones 


Indicate  whztheA  the  t>ta£zmentt>  lifted  beJLou)  aKe  ttwz  ob  ^oJU>e  by  mJUUxiQ 
a  T  ok  F  on  the.  tine.. 


9. 
10. 
11, 
12. 


9 

ERJC 


_The  project  schedule  places  an  emphasis  upon  the  start  and 
end  of  each  activity. 

_The  sequence  of   activities  lying  on  the  critical  path  of 
work  flow  should  be  indicated  on  the  Gantt  chart. 

_The  degree  of  planning  and  control  applied  to  each  type  of 
resource  depends  upon  its  size. 

_The  bar  graph  helps  to  visualize  the  effect  of  task  rescheduling 
"upon  the  resource  usage  rate. 
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13.   Resource  estimating  and  scheduling  involve   scheduling  the 


14. 


"project  tasks  with  school  system  working  dates. 

Resource  estimating  and  scheduling  involve  reducing  the  project 
"resource  needs  by  rescheduling  tasks. 


TuAn  tkt  ipaQt  and  dtecfe  yoiiA  an&weM, 
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Lesson  5- -Resource  Estimation*  and  Scheduling 
Directions  Following  Lesson  Pretest 


Virections  i    Tke  correct  answers  to  Lesson  5  pretest  are  listed  down  the 
right  margin;  the  le&t  column  is  ion  the  first  paw  of,  the  pretest,  the. 
flight  column  is  ion.  the.  second  page.  Check  your  correct  responses.  


Viiections;    If  you  answered  eleven  on.  less 
question*  correctly,  you  have  not  acceptably 
demonstrated  knowledqe  of  the.  resource  esti- 
mation process  and  should  read  the  lesson 
abstract  and  content  outline  beginning  on 
page  5.7.    Then  begin  tke  content  presen- 
tation by  Wining  to  tiie  instructions  on 
page  5. 10. 

7(5  you  answered  twelve  on.  more 
questions  correctly,  you  have  acceptably 
demonstrated  knowledge  of  the  resource 
estimation  process  and  should  read  the 
lesson  abstract  and  content  outline,  on, 
page  5.  7.    Then,  if  you  desire,  to  skip 
the  content  presentation,  you  may  do 
so  by  proceeding  directly  to  the  practice 
exercise  beginni\ig  on  page  5.20.    If  you 
do  desire  to  view  the  content  presentation , 
turn  to  the  instructions  on  page  5.10. 


9.  T 

10.  T 

11.  F 

12.  T 

13.  F 

14.  T 


Multiple  Choice 

1.  A 

2.  A  • 

3.  D 

4.  B 

5.  D 

6.  C 

7.  D 

8.  C 

True/False 
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Lesson  5- -Resource  Estimation  and  Scheduling 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Resource  estimation  is  the  process  of  determining  the  various  types 
or  categories  of  resources  needed  to  accomplish  the  various  tasks  or 
activities  in  the  project.   Resources  are  generally  of  four  types - -per- 
sonnel, equipment  and  materials,  services,  and  travel.    Effective  project 
management  requires  that  the  resources  be  allocated  in  such  a  manner  to 
provide  for  a  smooth  flow  of  work.   The  use  of  modified  bar  charts  pro- 
vides a  convenient  way  of  not  only  determining  resources  needs  for  a  par- 
ticular task  but  also  provides  a  means  for  efficient  allocation.  The 
process  of  project  scheduling  is  highly  related  to  the  careful  determina- 
tion of  resource  needs  and  their  proper  allocation  among  the  tasks  during 
the  course  of  the  project. 
CONTENT  OUTLINE 

A.  Resource  requirements  for  a  project  are  determined  by  establishing  the 
personnel,  equipment,  materials  and  services and  travel  needed  for 
each  of  the  project  tasks. 

B.  Project  management  deals  with  the  complex  problem  of  allocating,  moni- 
toring, and  controlling  various  combinations  of  the  resources  to 
achieve  the  project  goal. 

C.  Some  considerations  in  the  estimation  and  allocation  of  project 
resources  are: 

1.    Manpower  or  personnel  problems  are  a  major  area  of  concern. 

a.  Most  expensive 

b.  Requires  time  to  acquire  and  train 

c.  Trade-off  exists  between  manpower  and  labor  saving  equipment 

d.  Trade-off  exists  between  rate  of  manpower  usage  and  project 
time 

e.  Shortage  of  excessive  manpower  level  can  cause  difficulties 


23« 


Module  2 
Lesson  S 


S.B 


2.  Questions  which  focus  upon  the  level  of  performance  required 
.  as  compared  to  the  cost  associated  with  securing  the  desired 

level  of  performance. 

3.  The  possibility  of  shared  use  of  equipment  and  materials  J).y  a 
number  of  the. tasks. 

D.    Scheduling  is  the  process  of  allocating  resources  to  the  various 

tasks  over  time  in  order  to  insure  calendar  dates  will  be  maintained. 

1.  Scheduling  involves  a  translation  of  the  plan  into  a  timetable 
identifying  the  start  and  completion  time  for  each  task. 

2.  Scheduling  must  consider  constraints  such  as  availability  of 
people;  the  nine -month  school  year;  and  local,  state,  and 
federal  guidelines. 

3.  A  schedule  is  deemed  best  when  it  provides  for  completing  the 
project  with  specified  criteria.    Some  criteria  are  as  follows: 

a.  Minimum  time 

b.  Minimum  cost 

C.    Maximum  performance 

4.  The  most  typical  case  is  a  need  to  schedule  with  limited  resources 
rather  than  with  maximum  resources. 

5.  A  bar  or  Gantt  chart  is  a  visual  schedule  plan  where  limited 
resources  are  allocated  to  the  tasks. 

6.  A  task -event -re source  calendar  is  a  modified  Gantt  chart  which 
allows  for  several  accomplishemnts. 

a.  Tasks  are  scheduled  in  time. 

b.  Resources  to  support  each  task  are  indicated  using  a  code. 

c.  Examination  of  resources  needed  over  time  (by  counting 
resource  items  to  be  used  each  week)  indicates  the  lergest 
amount  of  each  resource  item  required  for  each  week  of  the 
pro j  ect . 

d.  Adjustments  of  tasks  in  time  allows  for  most  efficient  use 
of  resources  where  tasks  share  conmon  resources. 

e.  The  efficient  use  of  manpower  is  accomplished  by  shifting 
some  tasks  in  time  to  permit  a  single  skilled  person  to  work 
on  a  number  of  tasks  or  to  perform  in  more  than  one  job  role. 
This  process  is  referred  to  as  manpower  or  resource  leveling. 

7.  Resource  codes  are  used  to  permit  the  resource  planner  to  utilize 
manpower  leveling  and  to  integrate  or  dovetail  personnel,  equip- 
ment and  materials. 
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8.    Resource  codes  can  be  a  color  code,  number  code,  letter  code, 
or  any  combination  of  these. 


TuJin  the.  page,  ioK  content  pn.&t>e.ntitiion 
inA£nu.<LtLon& . 
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Lesson  5- -Resource  Estimation  and  Scheduling 

Instructions 


1.   Set  up  the.  Kzc.0n.d2Ji,  pn.oje.cXoK,  and  Acn.e.e.n. 

1.    Place,  the  caxouAel  hlXde.  tmy  onto  the.  pn.oje.tfon.  and  advance  the  tsiay 
to  the  Attde.  monked  "Module.  2— KaAic  PnX.ncX.pleA  and  TechniqueA  oi  n 
Pn.oje.ct  Management,  LeAAon  5—ReAouxce.  lAtAjmtian  and  Scheduling. 

3.    Place  the  caAAeXtz  tape  labele.d"Module,  2— BaA>ta  Principle*  and  Tech- 
nique* 0(5  Pnojcct  Management,  LeAAon  5— KeAoun.ce.  lAtXmation  and 
Scheduling"  into  the  fieconden.  and  Kewind  to  the.  fiemnd  Atop. 

}.    Stan*  the  KecondeK  and  advance,  the  AlLdeA  with  the.  "change,  tone.." 


5.10 
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Lessen  5- -Resource  Estimation  and  Scheduling 

Lesson  Text 


Introduction 

The  next  step  after  time  estimation  in  the  project  planning  process  is  the 
combined  operation  of  resource  estimation  and  scheduling. 

Resource  estimation  is  the  determination  of  the  type  and  quantity  of  re- 
sources needed  for  the  entire  project  by  examining  the  resource  needs  of  each  . 
task  pr  work  package  outlined  in  the  WBS.   Resources  in  this  context  is  considered, 
to  mean  manpower,  equipment,  materials,  specialized  services  or  any  other  commodity 
which  is  expressible  in  physical  form. 

The  utilization  of  resources  has  considerable  influence  upon  project  per- 
formance standards,  the  reformulation  of  plans,  the  estimation  of  activity  times, 
the  establishment  of  schedules,  and  the  monitoring  of  project  progress. 
Consequently,  substantial  management  effort  is  often  spent  in  determining  re- 
sources and  monitoring  or  controlling  their  use  to  achieve  the  project  goal. 

Nature  of  Resources 

Resource  estimation  is  a  very  inportant  activity,  because  the  amount  and 
variety  of  resources  purchased  with  project  money  may  be  very  great.    The  basic 
unit  of  project  operational  control  is  money.    Consequently,  all  of  the  physical 
or  manpower  resources  are  eventually  expressed  as  dollar  amounts  in  the  budget 
and  resource  control  documents.    It  is  still  necessary,  however,  to  talk  about 
the  resources  themselves. 

Manpower  is  often  the  most  expensive  project  resource.  In  addition,  it  is 
a  notoriously  inflexible  resource  due  to  the  time  required  to  recruit  and  train 
personnel.  Manpower  expenses  can  often  be  reduced  by  using  labor-saving  equip- 
ment, such  as  computers ,  automatic  typewriters ,  and  reporducing  machines . 
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Project  tine  can  often  be  shortened  by  increasing  the  manpower  utilization 
rate,  but  much  nigner  project  costs  are  likely  in  tnis  case.    If,  nowever,  too 
much  manpower  is  used,  there  is  the  likelihood  of  idle  time. 

Because  of  the  expense  involved,  it  is  necessary  to  plan  project  work  in 
a  manner  which  keeps  all  personnel  in  continuous,  profitable  activity.    If  too 
little  manpower  is  made  available,  work  may  be  delayed.   A  manpower  shortage 
not  only  pauses  delay  ,  but  it  can  also  withhold  input  to  subsequent  operations 
which  may  have  an  adequate  work  force.   The  result  is  idle  time  and  increased 
cost.    Careful  manpower  resource  planning  is  necessary  in  order  to  avoid  these 
manpower  problems . 

Resource  Planning 

The  primary  questions  that  must  be  answered  in  project  resource  planning 
are:   What?   How  much?  When?  and  What  are  the  alternatives?   Before  these 
questions  can  be  answered  it  is  necessary  to  review  the  performance  level  required 
for  each  task,  as  specified  in  the  project  definition  or  work  breakdown  structure. 

The  first  step  in  resource  estimation  is  to  examine  the  resources  required 
for  the  completion  of  the  individual  tasks  described  in  the  project  definition. 
Once  the  required  resources  for  each  task  have  been  estimated,  the  resources 
must  be  scheduled.    This  linking  of  resources  to  the  project  schedule  can  be 
accomplished  by  indicating  the  assignment  of  resources  to  tasks  directly  on  the 
project  work  flow  diagram. 


Definition  of  Scheduling 

Scheduling  is  the  translation  of  the  proposed  plan  into  a  timetable  showing 
the  specific  calendar  dates  for  the  start  and  completion  of  work.    The  project 
schedule  places  an  enphasis  upon  thfe  scheduled  start  and  end  of  each  activity 
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and  of  the  total  project.    Certain  constraints  can  make  the  process  of  scheduling 
somewhat  difficult  or  lead  to  a  less  than  ideal  schedule.    Common  constraints 
include  the  9-  to  10-month  academic  year,  lack  of  necessary  resources,  and  the 
limited,  availability  of  personnel  for  short-term  employment. 

Possible  criteria  To  consider  in  developing  a  schedule  include  completing 
the  project  within  minimum  time  and  cost  with  maximum  performance  while  main- 
taining an  even  flow  of  resources.    Due  to  limited  resources  or  to  schedule 
constraints,  it  may  be  necessary  to  adjust  the  initial  work  plan.  Although 
the  general  configuration  of  the  network  may  be  changed,  the  planned  sequence 
of  work  is  usually  not  altered.    The  project  manager  must  create  the  best 
schedule  he  can  within  existing  constraints.   He  often  must  rely  on  his  knowledge 
and  experience  regarding  the  acconplishment  of  specific  tasks  in  order  to 
create  a  realistic  or  feasible  project  schedule. 

Task-Resource  Schedule 


Gantt  or  bar  charts  are  often  used  to  visualize  the  distribution  of  tasks 
and  resources  over  time .    Such  charts ,  or  task-resource  schedules,  can  serve  as 
the  basic  working  tool  for  resource  allocation  and  scheduling.    In  constructing 
such  charts,  the  vertical  axis  is  usually  divided  into  spaces  that  represent 
the  tasks  which  comprise  the  project,  and  the  horizontal  axis  is  used  to  re-  • 
present  time.    The  resources  assigned  to  the  tasks  are  visually  represented  within 
the  task  blocks.    The  tasks  are  first  placed  on  a  Gantt  chart  in  the  initially 
planned  order.    The  sequence  of  activities  lying  on  the  critical  path  of  the 
work  flow  should  be  indicated  on  the  chart  in  order  to  provide  a  basis  for  using 
the  free  or  slack  time  present  on  other  pathways  in  order  to  obtain  an  even 
flow  of  resources. 

After  the  schedule  of  tasks  is  represented  on  the  Gantt  chart,  a  shopping 
list  of  resources  is  created  for  each  task.    Such  lists  usually  have  the 
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following  resource  headings-- 
o  skilled  manpower, 
o  contracted  services , 
o  facilities, 
o  equipment, 

o  materials  and  supplies. 
\    In  order  to  effectively  schedule  resources  using  the  task-resource  chart,  the 
tas^c  blocks  within  the  chart  need  to  indicate  the  various  resource  needs  of 
each\ask.   This  can  be  accomplished  by  using  some  type  of  code.    The  code  might 
consistNof  numbers,  letters,  colors,  or  some  combination  of  these.    The  choice 
of  a  code  is  limited  only  by  the  individual  performing  the  resource  estimating 
and  scheduling.    Such  a  chart  with  resources  for  each  task  coded  is  somtimes 
termed  a  task-event-resource  calendar.    The  quantity  of  each  resource  needed 
during  each  time  period  can  be  determined  by  summing  vertically  across  tasks 

for  each  resource  type. 

In  addition  to  illustrating  manpower  needs,  the  task-event-resource. calendar 
is  frequently  coded  for  equipment,  facilities  and  supplies.    Note  in  Figure  H 
that  the  color  strips  cover  only  the  period  of  time  during  which  the  resource 
item  is  needed.    For  example,  if  Task  C  is  to  prepare  a  visual  illustration  and 
the  graphic  art  is  to  be  photographed,  then  only  one  week  of  time  during  the 
task  requires  a  camera,  and  a  different  week  of  time  requires  the  orange-coded 
artist  materials . 

Resource -Schedule  Optimization 

After  the  resources  have  been  specified  for  each  task,  it  is  often  advisable 
to  alter  the  task  schedule  in  order  to  reduce  the  amount  of  the  various 
required  resources.    The  objective  is  to  share  common  resources  among 
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TASK  A 


TASK  B 


TASK  C 
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Resource  Codes 

kWATATATATA  Artist/Illustrator 
BaMaBBaBBBBBaaaSi  Writer 

^::f^^5?»^  Researcher 

mmmmm  consultant 

Art  Supplies 
llllllllllilillll!  Camera 


Figure  #1- -Task-Resource  Chart  Illustrating  Resource  Cjoding  and  Scheduling 
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several  tasks  whenever  possible,  and  to  limit  the  amount  of  idle  time  for 
particular  resources.    The  degree  of  planning  and  control  applied  to  each  type 
of  resource  depends,  however,  upon  its  relative  importance .   The  effort  and 
expense  involved  in  some  instance  may  nou  be  worth  the  cost. 

An  important  consideration  in  scheduling  manpower  needs  is,  that  with  smaller 
projects,  a  single  person  may  be  required  to  fill  several  manpower  needs.    For  | 
example,  a  project  secretary  may  also  be  able  to  serve  the  statistician  role 
if  the  tasks  can  be  scheduled  so  "that  both  roles,  or  needs,  do  not  have  to  be 
served  simultaneously.    If,  however,  the  overlapping  tasks  cannot  be  shifted 
in  time,  it  may  still  be  possible  to  use  a  single  skilled  person  by  contracting 
for  additional  services  to  cover  one  of  the  positions  during  the  time  of  the 
overlap. 1 

This  process  of  determining  resources  requirements      summing  vertically  over 
the  tasks,  counting  the  high  usuage  times  of  each  resource  item  and  smoothing 
the  count  by  rescheduling  tasks  is  called  resource  leveling.    The  task-event 
resource  calendar  depicts  resource  item  need  over  the  time  range  of  the  project 
and  helps  to  visualize  the  effect  of  task  rescheduling  upon  the  resource  usage 
rate . 

( 

Resource  Summarization 

When  all  resource  items  have  been  leveled  to  an  efficient  rate  of  resource 
use,  the  planner  prepares  a  project -wide  shopping  list  of  resource  needs.  This 
list,  sometimes  referred  to  as  a  resource  commonality  table,  contains  column 
headings  for  resource  item  descriptions,  quantity  needed  (as  determined  after 
leveling) ,  amount  of  lead  time  needed  before  the  time  is  to  be  used,  and  the 
date  for  ordering  the  item.    The  lead  time  for  each  item  is  determined  by 
examining  catalogs ,  interviewing  purchasing  agents,  and  recalling  past 


experiences . 


Module  2  5.i7 
Lesson  S 


Resource  estimating  and  scheduling  involves  the  following  activities. 

1.  Determining  the  resources  needed  for  each  of  the  tasks. 

2.  Determining  the  resource  needs  for  each  time  period  or  week  of  the 
project. 

3.  leveling  the  project  resource  needs  by  rescheduling  tasks. 

4.  Scheduling  the  project  tasks  with  calendar  dates. 

5.  Developing  a  total  project  shopping  list  of  resource  needs. 


Turn  to  pagz  5.20  and  fmad  thi  duitctioyu 
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Lesson  5- -Resource  Estimation  and  Scheduling 

Exercise  A 


Vifie.ction6  •*    Tkit>  txeAci&t  utilizer  the.  Me&iopo titan  School  Vaa&UcX 
as  a  netting  and  dzaJU  voWi  a  fallow-up  e.ifaht  to  the.  4,nt>eA.vtce.  Behavioral 
Objective*  workshop.    Read  ca/itfitUly  tht  QtneJial  situation  and  the.  addi- 
tional infanmation.    Jktn  fallow  the.  6ab6e.qvie.nt  dixejitionk  on  page.  5.22. 


General  Situation 

A  state    educational  official  present  at  the  workshop  requested  the 
school  to  submit  a  project  proposal  to  modify  the  instructional  materials 
used  in  the  workshop  and  to  prepare  a  script/visual  prototype  set  of 
materials  for  use  throughout  the  state.    The  proposal  is  in  the  process 
of  being  developed.    The  project  is  presently  scheduled  to  take  place 
between  September  1,  19XX  and  November  5,  19XX  based  upon  preliminary 
time  estimates  secured  from  {he  project  planning  staff. 

Selected  portions  of  the  total  proposal  developed  so  far  have  been 
worked  out  and  these  are  presentedas  follows: 
A*    Tasks,  titles,  descriptions,  and  time  estimates 

1.  Task  P:  Prepare  Visual  Materials- -six  weeks 

Prepare  visual  materials  which  relate  to  instructional  lessons 
one  through  five.    Illustrate  each  concept  of  the  lessons  with 
a  2  x  2  slide  such  that  there  exists  at  least  two  slides  per  * 
minute  of  presentation  and  that  each  slide  will  be  photographed 
in  color  from  a  professional  illustration.    The  lettering  on 
the  visuals  will  be  typewritten.    Each  illustration  will  also 
have  a  typewritten  explanation  of  the  setting,  the  impression 
to  be  conveyed,  the  length  of  time  for  exhibiting,  and  the  con- 
cept mr.ie.    Visitation  will  be  made  to  the  state  department  from 
time  to  time  for  their  reactions. 

2.  Task  Q:  Rewrite  Lesson  5- -eight  weeks 

Rewrite  Lesson  5  such  that  the  lesson  flows  easier  from  concept 
and  so  that  all  comments  and  information  from  the  Metropolitan 
Retreat  tryout  are  incorporated  into  the  lesson.    The  time  length 
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3. 
4. 


:  '5.21 

of  the  lesson  is  not  to  exceed  60  minutes.    A  40  minute  lesson 
exercise  dealing  with  statistical  analysis  and  measurements  for 
educational  behavior  objectives  will  be  developed.    The  lesson 
script  arid  exercise  are  to  be  typed  as  final  copy.    Travel  will 
be  made  to  the  state  department  for  review  of  materials  and 
recommendations,  for  changes. 

Task  R:  Type  lessons  one  through  four- -three  weeks.  Type  the 
final  copy  of  lessons  one  through  four. 

Task  S:  Print  Final  Report—four  weeks.  Produce  20  copies  of 
the  final  report  by  commercial  printer. 


B.    Suggested  work  flow  for  the  four  tasks. 

©- 


Prepare  Visual  Materials 
"  6  weeks 


Rewrite  Lesson  Five 


8  weeks 


Type  Lessons  1  through  4 
3  weeks 


Print  Final  Report  ^jCcJ 
4  weeks 


C.   Time  and  Manpower  Estimation  for  Tasks  and  Subtasks; 


ERIC 


Task 

Time 

Work  Description 

Resource 

Code 

Time  Needed 

P 

6 

weeks 

11 lust rations --Art  Work 
SI  ides --Camera  Work 
Art  Description-Writing 
Visuals- -Typing 

Illustrator 
>•  Illustrator 
Illustrator 
Typist 

ILL 
ILL 
ILL 
SEC 

3  weeks  ' 
2  weeks 

1  week 

4  weeks 

Q 

8 

weeks 

Lesson  4- -Rewriting 
Exercises- -Writing 
Statistical  Tallies- - 

Typing 
Drafts  and  Final  Copy 

Typing 

Subject  Specialist. 
Statistician 

Typist 

Typist 

SAS 
STA 

SEC 

SEC 

8  weeks 

5  weeks 

1  week 

6  weeks 

R 

3 

weeks 

Lesson  l-4--Typing 

Typist 

SEC 

3  weeks 

S 

4 

weeks 

Final  Report  Printing 

[Contracted 
Services] 

PS 
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Lesson  5— Resource  Estimation  and  Scheduling 
Exercise  A,  continued 


Vinections :    iking  the.  4  etting  and  inanimation  presented,  you  one,  to 
accomplish  two  activities  in  ondeA  to  complete,  the.  exencisc. 

J.    lining  the.  partially  completed  tas k- event- nes ounce,  calendar 
{(jJoA.hih.ztt  One.)  pnesented  on  page  5.23  as  a  model,  you  one 
to  place,  the.  thnee  px6bb--P,  R,  and  S--on  the.  calendar  and 
6 tote.  the.  neAoun.ce.  item*  nequined  by  the.  task  description 
and  noted  in  the.  time-manpowen  estimation  table..    Vou  one.  to 
adjust  the.  tasks  back  and  {ontk  in  time,  to  as  to  minimize, 
the,  nes  ounces  nequined  to  support  the.  tasks  using  a  manpower 
on  resource  leveling  idea. 

Attest  you  have,  completed  the.  above.  itep,  tunn  to  page.  5.24  and  compare 
youn  solution  to  the.  one.  pnovided  there.  , 

2.    A^ter  checking  youn  answen  to  Wonksheet  One.,  tunn  to  page.  5.25 
and  complete.  h)onksheet  Two  acconding  to  the.  instructions.  . 


Lesson  5- -Resource  Estimation  and  Scheduling 
Exercise  A- -Worksheet  One 
Task -Event -Resource  Calendar  Form 


2  t* 


un  ts) 


s 


WEEK. 


M0M1 1 


I 


■subject  specialist  

■  typist —  —  -  

 typewriter--  

  statistician- 

  typewriter-- 


I 


SEPTEMBER 


OCTOBER 


10 


11 


12 


NOVB1BER 
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Lesson  5- -Resource  Estimation  and  Scheduling 
Exercise  A- -Worksheet  One- -Solution 

Task- Event -Resource  Calendar  Form 


1 — r 


•  illustrator---  

•art  supplies  

  typist  

  typewriter  

 camera - 


~~l  

„_JL.~ 


•  sub  j  ect  spec iali  st  -  -  

 typist---  ------ 

 typewriter-  -  

 statistician- 

 - -typewriter- - 


\-  -  --  secretary-  - 
 typewriter- 


JJfEKK 


MONTH 


3 


SKPTOfiJEn 


cx;i\)Bi' 


0 


Printing 
Final 
Report 


10  11 


NOVEMBER- 
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Lesson  5 --Resource  Estimation  and  Scheduling 
Exercise  A- -Worksheet  Two 

Vin.ection6 :  U6ing  the.'  information  lnom  the.  general  titting,  the.  teZccZed 
inlonmation,  and  youx  solution  iKom  Wo/itehzit  One.,  cnexite.  on.  complete  the. 
chopping  tUt  o{  needed  iz&ouAceA  {commonality  table)  vAlng  tkU  wotikbheet* 

'    AiteA  completing  the.  (jooik&keet,  tunn  to  5.26  and  che.dk  youA. 
an&weju  against  the.  AolwUond  pKuented.     . 


Resource  Commonality  Table 


Line 
No. 

Resource  Type 

Code 

Quantity 

t 

V 

«* 

i 

■'-  *          '  1       1  — i'  ~      -  -      "  "                1  —  *■■»■■—  ••—  '■ 

TuAn  -the  page  aiten.  completing  the. 
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»  Lesson  5 --Resource  Estimation  and  Scheduling 
Exercise  A- -Worksheet  Two- -Solution 

Vii&vUon*:    Compote  youK  solution  to  the  owe  pKtewtzd  beZou).  Study 
the  note*  provided  to  htlp  iteolyo.  any  dit> cAzpancUte  in  youx  an6u)esi. 
Study  again  the.  ttuk  deAcfUption* <  phu>  6olu£ion  to  Woiki>he.zt  Onz  a* 
needed  to  help  gain  an  undeAAtanding      the.  anAweA.  ^ 

Resource  Commonality  Table 


Line  No.  ••• 

.  Resource  Item 

Code 

Quantity 

1 

Project  Manager 

PM 

1 

2 

Statistician 

STA 

1  * 

3.  . 

Secretary/typist 

SEC 

2 

4 

Illustrator 

ILL 

1 

"  5 

Subject  Area  Specialist 

SAS 

6 

Typewriter 

TWR 

3 

7 

Artist  Supplies 

AS 

1  set 

S  ■ 

35  mm  Camera 

CAM 

1 

9 

Printing  Services 

PS 

20  copies 

V. 


Notes  regarding  solution: 

1.  You  may  not  have  listed  the  project  manager  but  he  must  eventually 
be  considered  in  resource  estimation  even  though  not  directly 
involved  in  the  four  tasks  identified. 

2.  If  you  left  out  the  equipment,  then  you  need  to  think  through  the 
task  descriptions  and  the  task  calendar  since  these  items  are  needed 
to  do  the  work. 

3.  If  you  listed  only  one  typewriter,  you  have  to  consider  that  tasks 
overlap  and  that  each  typist  will  have  access  to  a  typewriter.  In 
the  next  lesson,  we  will  deal  with  the  trade-offs  in  buying  or  rent- 
ing of  the  typewriters. 

Go  on  to  tliz  ntxt  pag e . 
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Lesson  5- -Resource  Estimation  and  Scheduling 
Directions  and  Choices  Following  the  Practice  Exercises 


Based  upon  the  seli- evaluation  o^  your  performance  on  the  exercise, 
you  have.  either: 

i 

A.  acceptably  satisfied  the  objective  otf  estimating  project 
resource  requirement*  and  schedule  development,    Vou  should 
now  turn  to  the  post-test  hound  on  page  5,28. 

Additional  example*  on  resource  estimation  one  found  beginning 
on  page  5.30.    References  for  additional  leading  axe  luted 
on  page  5.35. 

B.  not  satisfied  the  objective,  and  should  select  one  ok  more 
of  the  following  counsel ^of  action. 

U    If  your  worksheets  were  connect  except  ion.  the  minor 
details* ,  then  either:  , 

a.    Study  the  additional  examples  beginning  on  page 
5.30,  :and  then  rework  exercise  A  on  page  5.20. 

fa.    Read  Chapter  Bight  o{  Educational  Project  Management 
by  Desmond  L.  Cook,  and  then  rework  exercise  A.  on 
page  5.20. 

c.    Rework  exercUe  A  on  page  5.20.  1 
2.    If  your  worksheets  were  generally  incorrect,  then  either: 

a,  \Jiew  the  6lide-tape  presentation; ' instructions  are 

on  page  5.10.  After  the  presentation,  rework  exercise 
A  on  page  5.20.  . 

b.  Read  the  les&on  narrative  beginning  on  page  5.11  and 
then  rework  exerci&e  A  on  page  5.20. 
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Lesson  5— Resource  Estimation  \ 
Post-Test 


VlAectlotei  Vlea&e,  take  time,  to  aVLtfully  an&weA  the  multiple,  choice,  and 
.  tAunficJUz  question*  given  beJbou).    Von.  the,  multiple,  choice,  question* 

you  an.e  to : cln.de  one,  connect  on.  be*t  anAvieA  (A,B,C  on.  V)  and  ton.  the. 
.  tnae.  and  \cJUt  youHKe.  to  Indicate,  the,  connect  n.e4ponte.  tilth  the.  lettex 

T  onl  F. 

MM*  * 

?leat>e  mite,  the  lent  faun,  digit*  oi  youn.  Social  SccwUty  numbeJi  on  the. 
line.  beJLov)  4o  thaTlKe.  page*  can  be.  Identified  In  the.  event  they  become, 
stpanatcd  .  -v 


1.  What  is  the  common  denominator  to  which  all  resource  items  are  converted 
for  purposes  of  control? 

A. _?ersonnel  codes  ,J  >  • 

B.  Dollars 

C.  Man  hours 

D.  "Calendar  dates 

2.  What  is  generally  considered  to  be  the  most  expensive  project  resource? 

> 

A.  Equipment 

B.  Facilities 

C.  Computer  services  * 

D.  Personnel 

3.  What  purpose  can  resource  estimation  serve" in  the  project  definition  . 
procei  s? 

A.  Examine  the  resources  required  for  the  completion  of  individual 
tcisks 

B.  Specify  calendar  dates  for  the  acquisition  of  project  equipment 
and  other  resources 

C.  Translate  plan  into  a  time-table 

D.  Determine  what  resources  are  important  to  the  project 

4.  Resource  estimation  is  concerned  with  what  action  or  activity? 

A.  Determining  the  type  and  quantity  of  resources  needed  for  each 
project  task  and  the  total  project 

B.  Estimating  the  lead  time  for  project  resources 

C.  Estimating  the  cost  to  the  organization  for  project  space,  facilities 
and  resources 

D.  Developing  schedules  for  resource  utilization 
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5.  Which  one  of  the  following,  generally  makes  the  process  of  project 
scheduling  somewhat  difficult? 

A.  12  months  academic  year 

B.  More  personnel  available  for  short  term  employment 

C.  More  use  of  computers 

D.  Lack  of  necessary  resources 

6.  What  purpose  can  a  Gantt  or  bar  chart  serve  in  the  resource  estimation 
process  ? 

A.  To  visualize  resources  related  to  a  few  important  tasks  . 

B.  To  present  the  task  resource  schedule 

C.  To  visualize  the  distribution  of  tasks  and  all  resources  over  time 

D.  To  visualize  resources  related  to  project  milestones 

7.  What  important  criteria  are  generally  considered  while  maintaining 
application  of  resources  in  developing  the  project  scheduled 

•y 

A.  Completing  the  project  in  the  maximum  time  with  minimum  cost 

B.  Completing  the  project  to  the  maximum  satisfaction  of  higher 
authorities 

C.  Completing  the  project  within  minimum  time  and  cost  with  maximum^ 
performance 

D.  Completing  >the  project  within  ideal  schedule  with  limited  constraints 

8.  Scheduling  or  the  translation  of  the  project  plan  into  a  time-table 
is  done  for  what  purpose?' 

A.  To  allocate  resources  to  the  various  tasks  over,  time 
;  B.  To  identify  the  limits  and  constraints  important  to  the  project 

C.  To  insure  the  successful  completion  of  the  project 

D.  To  show  ...specific  calendar  dates  for  the  start  and  completion  of  work 


Indicate.  wkoXkvi  th&  A£a£w&ntt>  LUt&d  beJtow  afiz  t/iue.  ok  fiaZbz  by  mltinQ 
a  T  ok  F  on  thz  tint. 


9.   The  sequence  of  activities  lying  on  the  critical  path  of  work  flow 

should  be  indicated  on  the  Gantt  chart. 

10.  The  degree  of  planning  and  control  applied  to  each  type  of  resource 
depends  upon  its  size.  / 

11.   The  project  schedule  places  an  emphasis  upon  the  start  and  end  / 

of  each  activity.  / 

12.   Resource  estimating  and  scheduling  involve  scheduling  the  project 

tasks  with  school  system  working  dates. 
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Resource  estimating  and  scheduling  involve  reducing  the  project 
resource  needs  by  rescheduling  tasks. 

The  bar  graph  helps  to  visualize  the  effect  of  task  rescheduling 
upon. the  resource  usage  rate. 


Tufin'the,  page,  and  dtecfe  youA  awiweM. 
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Lesson  5- -Resource  Ec.  ation  and  Scheduling 
Directions  and  Choices  Fuilowing  Lesson  Post-Test 


Vlnectlon*'.  The  connect  anhwens  *jo  Les&on  5  po*t-test  one  tUtzd  down 
the  night  mangln.    Check  youn  connect  nespontes.   _ 


Vlnectlons :    J^you  answened  eleven  ok  leAA  questions 
connectly,  you  have,  not  acceptably  demonstnated  knowl- 
edge, oh  ike.  neb  ounce,  estimation  pnoces*  and  *hould 
select  one,  on  mone  oh  the.  hollowing  counses  oh  action. 

1.x  View  the,  tilde.- tape,  pnesentation  by  tunning 
to  page.  5.10  and  pnoceedlng.    Ahtex  the  pne- 
sentation, tunn  to  the  Leshon  Qualify  Contnol 
Vonm  on  page.  5.36. 


2. 


Read  the,  lesion  nannatlve  beginning  on 
page,  5.11  and  then  tunn  to  the,  Les*on 
Quality  Contnol  Vvnm  on  page,  5,36. 

ReadChapten  Eight  oh  Educational  Vnoject  Man- 
agement by  Desmond  L.  Cook  and  then  tunn  to  the 
Les*on  Quality  Contnol  Vonm  on  page  5.36. 

Study  the  additional  example*  beginning  on  page 
5.30,  and  then  tunn  to  the  Leston  Quality  Con- 
tnol Vonm  on  page  5.36 

Reiooik  -the  les*on  po*t-test  and  tjien  1'nn  to 
the.  Les*on  Quality  Contnol  Vonm  on  payz  5.36. 

VViection*:    Ih  you  an*wencd  taetve.  on  mone  question* 
connectlij,  you  have  acceptably  demon* tnated  knowledge 
oh  hie  nesounce  estimation  pnoces*  and  should  now 
tun.n  to  the  Leston  Quality  Contnol  Vonm  on  page  5.36 
Additional  examples  on  nesounce  estimation  one  hound 
beginning  on  page  5.30.    Rehcnences  hon  additional 
Ktading  one  listed  on  page  5.35. 


3. 


4. 


b. 


Hiltiple  Choice 


1.  B 

2.  D 

3.  A 

4.  A 

5.  D 

6.  C 

7.  C 

8.  D 

True/False 

9.  T 

10.  F 

11.  T 

12.  F 

13.  T 

14.  T 


4,. 
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Lesson  5 --Resource  Estimation  and  Scheming 
Additional  Example  A 

The  determination  of  resource  needs  and  requirements  can  be  carried 
out  by  several  different  operations.    The  lesson  content  presented  one 
approach  to  the  problem—that  of  Using  the  bar  chart  or  Gantt  chart  as 
the  basic  vehicle.    Regardless  of  the  procedure,  the  objective  is  to 
secure  some  type  of  estimate  of  the  types  and  amounts  of  resources  needed 
to  do  the  individual  tasks  and  the  total  project.    An  alternative  approach 
based  upon  using  the  network  or  arrow  diagram  work  flow  is  presented 
below  and  in  the  illustration  accompanying  this  example. 

In  this  situation,  an  administrator  was  interested  in  securing  some 

reactions  of  his  staff  to  the  problem  of  student  parking  at  school.  A 

decision  was  made  to  utilize  survey  techniques  which  involved  the  prepa- 
rv 

ration  of  a  questionnaire,  duplicating  it,  and  then  distributing  it  to 
the  staff.    A  sample  had  to  be  established  for  trying  out  the  questionnaire 
and  a  sample  for  final  data  collection  established.    Analysis  and  repoi  - 
ing  of  the  data  were  the  final  steps. 

The  accompanying  illustration  provides  a  summary  network  for  this 
project  with  events  being  numbered.    Below  the  diagram,  the  administrator 
made  up  a  form  for  estimating  the  number  of  hours  that  would  ne  needed 
from  the  resources  available  to  him.    In  addition  to  his  own  time  (PO) , 
he  had  the  use  of  a  research  associate  (RA) ,  his  secretary  (SEC),  and 
the  services  of  a  keypuncher  (KP)  in  the  department*.*'  tt 

It  can  be  observed  in  this  form  that  not  only  can  the  amount 
type  of  resource  needed  for  each  activity  be  determined  by  running  across 
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the  table  horizontally  but  that  the  total  amount  of  time  to  be  contri- 
buted by  each  person  could  be  obtained  by  summing  the  columns.    A  last 
step  in  the  process  was  to  multiply  the  number  of  hours  by  the  hourly 
rate  in  order  to  arrive  at  a  quick  cost  figure. 

The  table  presented  here  shows  only  the  personnel  resources.  It 
could  be  expanded  or  a  separate  table  created  to  show  other  types  of 
resources  such  as  materials,  equipment,  travel,  and  related  resource 
types  and  quantities. 


v. 
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Lesson  5- -Resource  Estimation  and  Scheduling 
Additional  Example  A- -Illustration 


o  H* 


Event 
P  -  S 


Activity 
Description 


Weeks 


to: 


Estimated  Hours 


Sec  * 


TTD7 


Sec. 


Dollar 
Total 


01-  02 

02-  03 

02-  12 

03-  04 

04-  05 

05-  06 

06-  07 

07-  08 

08-  09 

09-  10 

12-  06 
02-13 

13-  06 
01-14 

14-  03 
14-05 


Design  Quest. 
Tryout  Quest.  Dupl. 
Arr.  Key  Punch 
Tryout  Quest. 
Final  Form  Dupl. 
P  'min.  Quest. 
Key  Punch 
Data  Analysis 
Summarize  Data 
Prep.  Final  Report 
Hire  Key  Punch 
Design  Data  Analysis 
Dummy 

Design  Sample 
Select  Tryout  Sample 
Select  Final  Sample 

 rom 


2.0 
1.0 
1.0 
2.0 
1.0 
5.0 
1.0 
4.U 
1.0 
4.0 
0.4 
3.0 
0.0 
1.0 
0.6 
1.0 


10 
1 


2 
4 


$10.00 
10.00 


4 
4 

10 
1 
15 


10 
20 
20 
10 


20 


4 
5 


"49 


10 


"75" 


10.00 
10.00 
10.00 
10.00 
10.00 

10.00 
5.00 
5.00 


$5.00 
5.00 
5.00 
5.00 


$2.00 
2.00 


2.00 


$2.50 


2.00 


34" 


$104.00 
8.00 
10.00 
50.00 
16.00 

100.00 
20.00 

140.00 
40.00 

190.00 
10.00 

150.00 

40.00 
25.00 
50.00 

$953.00 
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Lesson  5 --Resource  Estimation  and  Scheduling 
Additional  Example  B 

It  is  generally  recognized  that  personnel  and/or  manpower  is  the 
most  costly  item  in  the  overall  project  budget.  For  this  reason,  many 
agencies  which  provide  project  support  require  a  fair  degree  of  detail 
with  regard  to  the  personnel  requested  to  support  the  proposed  scope 
of  work.  This  request  is  usually  met  by  the  project  proposer  creating 
a  project  manning  table.    Such  a  table  is  presented  on  the  next  page. 

The  table  presents  the  estimated  manpower  needed  for  an  effort 
very  similar  to  the  one  undertaken  to  produce  these  training  materials. 
Four  phases  were  viewed  for  the  project  effort  as  noted.    Estimates  were 
made  of  the  amount  and  type  of  personnel  resources  needed  to  accomplish 
each  of  the  phases .    It  may  be  noted  that  some  persons  were  to  be  used 
only  in  selected  phases  while  others  were  to  be  carried  over  the  four 
phases.    The  total  number  of  man  days  was  calculated  and  then  converted 
to  a  percentage  of  the  persons  total  working  time.   Thus,  the  project 
director  will  be  on  the  project  only  about  one-quarter  of  his  available 
time.    It  indicates  that  he  will  be  doing  other  things  during  the  life 
history  of  the  project,  such  as  teaching  classes,  meeting  with  students, 
and  perhaps  even  running  another  project.    In  the  case  of  the  graduate 
assistants,  the  maximum  percent  of  time  they  can  have  is  fifty  percent. 
Working  within  this  constraint  requires  careful  thought  as  to  where  they 
wvll  be  most  needed  during  the  course  of  the  project. 

Expression  of  personnel  needs  in  terms  of  man  days  is  a  common 
procedure  and  prospective  project  managers  should  be  aware  of  this  form 
of  request. 
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Additional  Example  B- -Project  Manning  Table 


*  Based  on  nine  22  day  months 


Personnel  Requirement 

Analysis 
Phase 

Conceptualization 
Phase 

Design 
Phase 

Development 
Phase 

Total 

%  * 

Project  Director 

8 

mm 

5 

5 

30 

A  O 

OA 

Associate  Project  Director 

22 

1Z1 

luU 

Advisory  Committee/Specialists 

• 

j  instructional  bystem 

o 

5 

10 

5 

♦  Instructional  Media 

c 

D 

10 

5 

.  Evaluation 

c 

0 

9 

X 

10 

5 

Consultants 

.  project  Managentent 

2 

2 

4 

2 

.  Local  School  District 

2 

2 

4 

2 

Technical  Support 

.  becretariai-Liericai 

22 

22 

121 

198 

100 

.  Media  Specialist- -Graphic  Artist 

ii 

11 

16 

38 

19 

.  Graduate  Research  Assistant 
(Instruction) 

16 

ii 

11 

60 

98 

50 

.  Graduate  Research  Assistant 
(Management) 

16 

ii 

11 

60 

'  98 

50 

.  Participant  Observers  (Two) 
(Evaluation  Specialists) --30 
one- half  days  each 

IS 

15 

8 

1  TOTAL 

no 

97  1 

98 

445 

731 

470 

5TS 

W  ft- 
CO  c 

o 


4* 
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Lesson  5 --Resource  Estimation  and  Scheduling 
Reading  References 


Additional  knowledge  about  the  process  of  resource  determination 

and  estimation  plus  the  problems  associated  with  project  scheduling  can 

be  obtained  from  reading  the  references  cited  below.  ~ 

Archibald,  R.  D.,  and  R.  L.  Villoria.   Network- Based  Management  Systems. 
New  York:   John  Wiley  and  Sons,  Inc.,  1967,  Chapter  6. 

Baungartner,  J.  S.  Project  Management.   Homewood,  111.:    Richard  D. 
Irwin,  Inc. ,  1963,  Chapter  2. 

Cook,  Desmond  L.    Educational  Project  Management.   Columbus,  Ohio: 
Charles  E.  Merrill  Company,  197i,  Chapter  8. 

Woodgate,  H.  S.    Planning  by  Network.    New  York:    Brandon  Systems  Press, 
1967,  Chapters  10  and  Jl. 
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S.36 


Lesson  5- -Resource  Estimation 


Lesson  Quality  Control  Form 


Vinectivus :    PCea&e  take  time  to  caKe.fully  anhwex  the.  fotxA  question*  given 
be  tow,    VoaA  anAiveAA  will  provide  valuable  infonmation  fan.  the.  revision  and 
improvement  oh  this  Zetson.    Peel  6n.ee  to  mitt  additional  comments  ok 
nceommendations  on  the  back  of  this  fonm.    Vou/i  K.e&pon&eJS  wilt  6e  ke.pt 
stnictly  confidential..    Please  white,  the  last  fouA  digits  of  yovJi  Social 
Security  number  on  the  line  below   io  that  the  page*  can  be.  identified  in  • 
the  event  they  become  sepaxated  . 

Thank  you  fon.  youK  assistance. 


I.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


lixcellcnt 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest* to  improve  this  lesson? 


TuAn  the  page  and  proceed 
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Lesson  5- -Resource  Estimation  and  Scheduling 


Term innt ion  Instructions 


Upon  complexion  orf  the  Lesson  Quality  ConVwl  Tonm,  you.  one  to: 


Teat  oat  and  staple  the  page*  o$  the  lesson  Quality  Contxol  Vonm. 
Place  the  ionm  In  the.  special  envelope  pnjovJAed. 
Mall  the  envelope  to  Research  ion  Betten.  Schools,  Inc.,  Suite  1700, 
7757  banket  Street,  Philadelphia,  Pennsylvania.  19103. 


Tklti  lesson  on  ieAoun.ee  estimation  Is  now  completed.    Lesson  6  entitled 
"Cost  Estimates  and  Budgets"  is  thz  next  lesson  In  the  sequence;  you 
an.e  advised  to  locate  the  lesson  booklet  and  lead  the  In&ioductoKy  pages. 


NODULE  TWO 
PROJECT  MANAGEMENT  BASIC  PRINCIPLES 


--  Cost  Estimates  and  Budgets 


\ 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 

1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 
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Lesson  6 --Cost  Estimates  and  Budgets 


Introduction  to  Lesson 


This  lesson  contains  the  following  items.   Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. * 


B.  Set  of  Color  Slides  entitled  'Module  2- -Basic  Principles  and  Tech- 
niques  of  Project  Management,  Lesson  6- -Cost  Estimates  and  Budgets." 

C.  Cassette  Tape  entitled  'Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  6 --Cost  Estimates  and  Budgets." 

EQUIPMENT  NEEDED.    The  fallowing  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 

carousel  slide  projector  N< 

projection  screen 

TIME  REQUIRED.    The  tape -slide  presentation  runs  approximately  13 
minutes,  the  exercise  takes  approximately  6 01  minutes,  and  about  90 
is  needed  to  complete  the  entire  lesson. 


Page 


A. 


Booklet  containing  the  following  items 


Introduction  to  lesson   

Overview  and  objectives   

Pretest  .  .  .  . 

Lesson  abstract  and  content  outline  .  . 

Lesson  text  

Exercises  on  cost  estimates  and  budgets 

Post -test  „  

Additional  examples!  .  .  .  

Reading  references.  .  .  .  .  

Lesson  Quality  Control  Form   


6.1 

6.2 

6.4 

6.6 

6.10 

6.17 

6.32 

6.34 

6.42 

6.43 


Moduli  2 

Lesson  ^  6.2 

\ 

\ 

\      Lesson  6- -Cost  Estimates  and  Budgets 

\ 

»  .' 

\  Overview  and  Objectives 

V 

1.1 

\ 

OVERVIEW 

In  the  previous  lesson  the  scheduling  of  nroject  tasks  and  the 
allocation  of  resources  to  the  various  tasks  over  time  was  discussed. 
Tn  the  lesson  exercise  you  comnleted  a  task-event -resource  calendar 
and  resource  commonality  table. 

;         This  lesson  is  concerned  with  translating  the  information  con- 
tained in  the  task -event -resource  calendar  and  resource  commonality 
table  into  a  project  budget  document.    Two  types  of  budgets  are  intro- 
duced- -the  project  manager's  budget  based  upon  units  of  work  arid  the 
typical  budget  format  produced  by  the  organization's  accounting  unit. 

OBJECTIVES 

The  student  in  comnleting  this  lesson  should  be  able  to  prepare 
a  nroject  manager's  budget  based  upon  units  of  work  and  a  typical  line- 
item  budget  produced  for  the  organization's  accounting  unit  when  given 
a  task -event -resource  calendar  and  resource  commonality  table.  The 
specific  objectives  of  the  lesson  are  as  follows: 

1 .    Civen  a  task -event-resource  calendar  and  resource  commonality 
table,  the  student  should  be  able  to: 

a.  calculate  estimated  personnel  salary,  wages,  and  fringe 
benefits. 

b.  calculate  estimated  project  indirect  costs. 

c.  calculate  the  estimated  costs  of  nroject  equipment, 
materials  and  supplies,  contracted  services,  and  travel. 

d.  *  estimate  the  cost  of  individual  nroject  tasks  or  work 

units. 
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.2.    The  student  should  be  able  to  fill  in  a  project  manager's 
budget  and  a  tynical  line  item  budget  after  calculating  project  cost 
estimates. 


9 

ERIC 


Comptztz  thz  pKtt<Lt>t  on  the.  &oZlouti.ng 
page. 
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Lesson  6--Qrt  Estimates  and  Budgets 
Pretest 


dixtctiom t    Vlexae.  toko.  tune,  to  cjxKe,{aUjy  omloqa  the  muJUiple  choice, 
and  tKac/iaUe.  question*  given  below*    Fon.  the  multiple,  chalet  question* 
you  one  to  elude  one  connect  ok  beAt  aruweA  (A,B,C  on.  V) ,  and  Ion.  the 
tnue  and  laJtio.  you  one  to  indicate,  the.  conjizct  Jie&pon&e  with  the.  letteA. 
T  F. 

Please  wJUte  the  la&t  Xou/t  digit*  oi  yoan.  Social  Secunity  numbeA  on  thxS, 
tine  below  &o  ttiklT~thL  page*  can  be.  identiti&t  In  the  e.vewt  thug  be.-  ' 
came  bepoKated  .  ^ 


1.  Cost  estimation  is  the  process  of  translating  project  requirements 
into  what  document? 

A.  Proposal 

B.  Schedule 

C.  Accounting  procedures 

D.  Budget 

2.  Cost  estimation  and. budgeting  is  the  last  step  in  what  project  phase? 

i 

i 

A.  Organization 

B.  Termination 

C.  Planning 

D.  Preparation 

3.  What  does  a  budget  represent? 

A.  A  planned  expenditure  of  dollar? 

B.  An  actual  expenditure  of  dollars 

C.  A  reference  document  for  the  business  office 

D. "  The  cost  account's  code  for  expenditures 

4.  What  is  the  basic  unit  cf  work  under  which  various  project  costs 
are  accumulated? 

A.  Activity 

B.  Event 

C.  Work  Package  • 

D.  Goal  * 
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5.  What  are  the  two  main  categories  used  to  classify  project  costs? 

A.  Labor  costs  and  indirect  costs 

B.  Direct  costs  and  indirect  costs 

C.  Personnel  costs  and  material  costs 

D.  Direct  costs  and  personnel  costs 

6.  What  would  be  an  example  of  a  typical  indirect  cost? 

A.  Tape  recorder 

B.  Reference  books 

C.  Salaries  of  staff 

D.  Building  electricity  costs 

7.  What  basic  reference  document  is  used  in  determining  assigned  costs 
to  various  budget  categories? 

A.  Expenditure  plan 

B.  Gantt  chart 

C.  Previous  project  history 

D.  Resource  commonality  table 

8.  In  determining  the  costs  for  a  typical  budget  what  is  generally 
used  as  a  basic  reference?  I 

A.  Previously  developed  resource  commorjfality  table 

B.  State  budget 

C.  Neighboring  school  system  budget 

D.  Federal  guidelines 


Pl&cu>z  IncUccutz  uhaXkox  tht  ttcutomanU  lUt<k  below  a/ie  tAue  ok  iaUo.  by 
tMiZLng  a  T  c^F  on  thi  tine.  \ 

 .  —  \  

9.   The  budget  helps  the  project  manager  control  project  costs 

10.   A  costing  unit  is  a  unit  of  work.  \ 

11.   in  developing  the  budget  ,  project  indirect  costs  are  usually 

specified  first  and  itemized. 

12.   The  format  of  the  budget  is  normally  specified  by  the  project 

director 

13.  The  final  activity  in  planning  is  to  identify  the  authority 
who  is  to  put  the  plan  into  operation. 

14.  The  project  proposal  usually  is  prepared  by  combining  tke  docu- 
 ments  produced  during  the  various  steps  of  the  preparation  phase. 
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Lesson  6- -Cost  Estimates  and  Budgets 
Directions  Following  Lesson  Pretest 


directions :  The  correct  answers  to  Lesson  6  pretest  are  lifted  down 
the  right  margin.    Check  your  correct  responses. 


VVi2.cjU.oyu>  :    If  you  answered  eleven  or  less 
question*  correctly,  you.  have,  not  acceptably 
demonstrated  knowledge,  of  cost  estimate*  and 
budget*  and  should  read  the  lesson  abstract 
and  content  outline  on  pages  6.6  to  6.8. 
Then  begin  the  tape-slide  presentation  by 
twining  to  the  instructions  on  page  6.9. 

Directions:    If  you  answered  twelve  ok  more 
question*  correctly,  you  have  acceptably 
demonstrated  knowledge  of  cost  estimates 
■  and  budgets  and  should  read  the  lesson 
abstract  and  outline  on  pages  6.6  to  6.8. 
Then  i&  you  desire  to  skip  the  tape-slide 
presentation,  you  may  do  so  by  proceeding 
directly  to  the  practice  exerciie  on  page 
6.17 ,    If  you  do  desire  to  view  the  tape- 
slide  presentation,  turn  to  the  instruc- 
tions on  page  6.9 


Multiple  Choice 

1.  D 

2.  C 

3.  A 

4.  C 

5.  B 

6.  D 

7.  A 

8.  A 

True/False 

9.  T 

10.  T 

11.  F 

12.  F 

13.  T 

14.  F 
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Lesson  6- -Cost  Estimates  and  Budgets 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Cost  estimation  is  the  determination  of  the  amount  of  money  needed 
for  a  work  unit  and  for  the  total  project..    The  budget  is  the  plan  for 
expending  project  resources.    Budgeting  involves  the  determination  of 
both  direct  and  indirect  costs.    Typical  budget  categories  are  personnel 
salaries,  wages,  and  benefits;  equipment,  materials  and  supplies,  travel, 
contracted  services,  and  indirect  costs.    The  resource  conmonality  table 
or  "shopping  list"  is  the  basic  document  used  in  estimating  costs  and 
budgeting. 
CONTENT  OUTLINE 

A.  Cost  estimating  and  budgeting  is  the  third  dimension  of  project  man- 
agement (after  schedule  and  performance)  where  the  objectives  of  the 
project  are  transformed  into  the  costs  required  to  achieve  them. 

1.  Cost  estimation  is  the  determination  of  the  amount  of  money 
needed  for  a  work  unit  and  for  the  total  project. 

2.  The  budget  is  the  plan  for  expending  project  resources. 

3.  Money  is  the  unit  used  in  expressing  project  resources. 

B.  The  budget  helps  the  manager  control  expenditures  during  the  opera- 
tion of  the  project. 

C.  General  budget  terms  include  the  following: 

1.  Direct  costs  are  costs  of  resource  items  purchased  for  the  project. 

2.  Indirect  costs  are  those  shared  with  a  larger  organization  where 
the  resources  only  support  the  project. 

3.  Costing  unit  is  a  function  or  task  around  which  costs  are 
accumulated. 

4.  Expendj  cure  plan  is  a  set  qf  decisicns  about  what,  when,  and  how 
resoui'ce  items  are  to  be  purchased. 
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D.  The  style  of  the  budget  depends  on: 

1.  .  Categories  of  costs  needed  for  a  project. 

2.  Typical  style  used  in  the  parent  organization. 

3.  Local,  state  and  federal  retirements . 

E.  The  following  constraints  affecting "the  budgeting  process: 

1.  Minimum  wages,  maximum  fees,  retirement  funds,  payday  restric- 
tions, and  certification  requirements. 

2.  Lack  of  ability  to  shift  funds  from  one  budget  category  to 
another  during  operations. 

3.  Specific  requirements  of  local,  state  and  federal  agencies. 

F.  vThe  following  are  typical  budget  categories: 

1.  Personnel  salary,  wages,  and  benefits. 

2.  Equipment 

3.  Materials  and  sunnlies 

4 .  Travel 

5.  Contracted  services 

6.  Indirect  costs 

fi.    The  resource  commonality  table  or  shopping  list  is  the  basic  docu- 
ment used  in  estimating  costs  and  budgeting.    Tt  is  used  to  deter- 
mine, in  proper  order,  the  costs  of  the  resource  items  needed  for 
the  project.    The  costs  are  collected  under  the  following  categories: 

1.  Personnel  and  benefits 

2 .  Equipment 

3.  Materials  and  supplies 

4.  Contracted  services 

5.  Travel  and  per  diem 

6.  Indirect  costs 

H.    Local  source  of  resource  items  should  be  given  priority  over  out- 
side sources. 
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I.   Decisions  concerning  rental  as  compared  to  purchase  of  equipment. 

J.   Authority  to  purchase  resources  is  part  of  expenditure  planning. 

K.  Budget  style  should  conform  to  ability  of  parent  organization  to 
collect  costs  into  project  categories.  Otherwise,  project  mana- 
ger may  need  to  develop  a  second  budget  for  controlling  the  project. 


L.    All  documents  developed  during  the  entire  planning  phase  become 
part  of  the  project  proposal  which  is  to  be  submitted  for  funding. 
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Lesson  6 --Cost  Estimates  and  Budgets 
Instructions 

J.   Set  up  the  Kzc.on.dzK,  pfiojecton.,  and  acteen. 

2.  Place  the  ca*ou*el  UAde  tAay  onto  the  pnojectoA  and  advance,  the. 
txay  to  the.  htaKt  ol  BaUc  Principle*  and  TQ.ohnlqu.te  oi  Project 
Management,  Uuon  S£x~CoAt  Utimteh  and  Budget*." 

3.  Place,  the  cat&ette  tape  fan  thit>  leuon  into  the.  lecotiden.  and 
fiewind  to  the.  tiewind  6 top. 

4.  StaAt  the  KecoKdeK  and  advance  the  &lid<u  with  the  "change  tone." 
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Lesson  6- -Cost  Estimates  and  Budgets 
Lesson  Text 

Introduction 

Cost  estimation  and  budget  preparation  is  the  last  step  in  the  project 
planning  phase.    The  project  goal  and  objectives  have  been  stated,  the  tasks 
specified,  the  work  flow  created,  and  the  resources  scheduled  as  prior  steps. 
The  schedule  and  performance  dimensions  for  the  pro j  ect  have  thus  been 
specified.    This  lesson  concentrates  on  the  cost  dimension. 

In  placing  cost  estimation  and  budget  preparation  as  the  last  step  in 
the  planning  phase,  it  is  recognized  that  in  some  cases  the  available  dollar 
amount  is  known  at  the  start  of  the  project.   Objectives  and  resources  to 
support  the  work  may  follow  Parkinson's  law  in  that  they  expand  to  meet  such 
available  funding  levels.    Even  when  the  final  dollar  amount  is  known,  how- 
ever, the  planning  process  outlined  in  these  lessons  should  be  followed. 

In  addition  to  providing  a  written  record  of  planned  expenditures,  the 
budget  helps  the  manager  control  project  costs.    He  does  this  by  looking  for 
deviations  fiom  the  spending  plan  as  the  operational  phase  of  the  project  is 
being  carried  out. 

Basic  Concepts  and  Terminology 

A  budget  is  a  plan  for  the  spending  or  allocation  of  money  to  accomplish 
some  objective  or  goal.    A  family  develops  a  budget  to  accomplish  such  goals 
as  having  a  home,  providing  transportation,  or  sending  the  children  to  college. 
Just  as  we  allocate  money  to  family  objectives,  so  we  allocate  money  to 
project  objectives.    The  process  of  determining  how  much  money  is  needed  to 
accomplish  project  objectives  is  called  cost  estimation.    These  estimates  are 
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summarized  in  a  document  called  the  budget. 

Before  considering  the  process  of  cost  estimation  and  budget  preparation 
in  detail,  it  is  important  to  define  a  few  key  terms  or  concepts. 

Direct  costs  include  expenditures  for  personnel   equipment,  facilities 
and  services  obtained  especially  for  the  project. 

Indirect  costs  are  usually  support  costs  of  the  larger  organization 
which  are  pro -rated  to  a  project,  but  which  are  not  purchased  especially  for 
it.    Costs  such  as  space,  electricity  or  heat  in  the  building  within  which 
the  project  is  located  are  known  as  indirect  costs  or  burden  or  overhead. 

A  costing  unit,  or  center,  is  a  unit  of  work.   Usually  it  is  a  work 
package,  specific  function  or  task  under  which  various  costs  are  accumulated. 

An  expenditure  plan  usually  shows  the  rate  of  expenditure  over  time.  It 
represents  a  set  of  planning  decisions  concerning  expenditure  questions  such 
as-- 

o  what  is  to  be  purchased  or  rented? 
o  when  is  the  item  to  be  ordered? 

o  what  weekly  or  monthly  rate  is  to  be  used  for  the  item? 

o  how  and  where  is  the  item  to  be  purchased  or  rented? 

The  term  constraints  refers  to  limits  or  boundaries  specified  by  a 
funding  source  or  school  board  relating  to  employee'  salaries,  wages,  benefits, 
and  certification,  or  the  ability  to  shift  funds  from  one  budget  category  to 
another.    Various  local,  state,  and  federal  policy  manuals,  statutes,  and 
instructions  should  be  reviewed  frequently  in  order  to  insure  that  the  budget 
meets  the  needs  of  the  project  and  is  within  externally- imposed  constraints. 


2$4 


Module  2 
Lesson  6 


6.12 


Developing  the  Budget 

The  process  of  project  cost  estimation  and  budgeting  is  fundamentally- 
one  of  translating  resources  needed  to  accomplish  all  of  the  desired  objec- 
tives into  a  comnon  denominator --that  of  dollars. 

Budgets  are  usually  prepared  in  a  form  consistent  with  either  the  locjal 
organizational  format  or  that  required  by  a  funding  agency.   A  typical  budget 
lists  dollar  amounts  for  personnel  (salary,  wages,  and  benefits) ,  equipment, 
materials  and  supplies,  travel,  and  other  costs  and  expenses  such  as  prepara- 
tion of  reports,  computer  services,  and  consultant  services.    In  determining 
the  cost  of  these  budget  items,  the  previously  developed  resource  commonality 
table  can  be  utilized  as  a  reference. 

In  developing  the  budget,  personnel  is  usually  the  first  direct  expen- 
diture category  to  be  cos ted.    The  skilled  persons  needed  for  the  project  * 
are  costed  for  a  salary,  wage,  or  fee,  using  current  salary  or  wage  scales. 
The  budget  should  list  each  person  by  position  rather  than  by  name.  If, 
however,  the  position  will  surely  be  filled  by  a  known  person,  then  his  name 
cpuld  be  included.    Hie  type,  rate  of  pay,  and  duration  of  work  should  be 
indicated. 

In  computing  the  project  cost  of  skilled  personnel  both  a  base  salary 
and  employee  benefits  are  included.    Employee  benefits  usually  include  pay- 
ments or  contributions  to  such  items  as  a  retirement  fund,  social  security, 
a  life  insurance  program,  and  health  or  medical  insurance.    For  example,  a 
typical  personnel  entry  might  be- -Statistician  (annual  base  salary  of  $10,000 
working  100%  for  6  months)=  $5,000.    Employee  benefits  for  the  statistician 
may  include  the  following  school  system  contributions-- 
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o  retirement  fund  ($5,000  by  12%)  =$600  and 

o  medical  insurance  ($25  per  month  by  6  months) =$  150. 

The  cost  entries  for  equipment,  materials,  and  supplies  are  determined 
by  first  referring  to  the  resource  conmonality  table  to  identify  the  needed 
items  and  then  consulting  catalogues  and  suppliers  for  cost  estimates. 
Major  items  should  be  listed  separately.    If  an  item  is  paid  for  in  install- 
ments or  rented,  the  rate  of  expense  per  unit  time  should  be  specified.  Con- 
sideration should  be  given  to  the  alternatives  of  purchasing,  renting,  or 
leasing  equipment.    Factors  to  be  considered  in  making  the  decision  are  rela- 
tive cost,  the  possibiUty  of  follow-up  projects  sharing  the  equipment,  and 
governmental  and  local  school  regulations.   Typical  project  budget  entries 
under  equipment  and  materials  and  supplies  might  include— 

Equipment 

o  electric  typewriter  (purchase) =$500 

o  calculator  (rental  at  $20  per  month  for ^4  months) =$80 

Materials  and  Supplies 

o  plexiglass,  plywood,  and  steel  materials  for  construction  =  $800 
o  general  office  supplies  (paper,  pencils,  and  typewriter  ribbons)  =  $100 
The  next  category  that  often  appears  in  project  budgets  is  contracted 
services.    Estimates  of  the  costs  of  these  services  are  based  upon  information 
from  actual  bids,  reference  catalogs,  or  previous  project  histories.  Consid- 
eration should  be  given  to  the  availability  of  local  pools  of  either  full- 
time  or  part-time  skilled  persons,  the  availability  of  equipment  from  local 
sources,  and  the  consolidated  procurement  of  materials  and  supplies. 
Contracted  services  for  a  project  might  include  entries  such  as-- 
o  clerical  support  ($20  per  clay for  10  days)  »  $200 
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o  Final  project  report  printing  $1.50  a  copy  for  20  copies  ■  $30 

o  computer  services  (keypunching,  $3  per  hr.  for  20  hrs.)  ■  $60  and 

o  computer  time,  $600  per  hr.  for  30  min.  ■  $300. 

Travel  is  another  budget  category  requiring  careful  planning.  Travel 
costs  are  calculated  for  project  staff  and  consultants  and  based  upon  a 
mileage  rate  for  the  use  of  a  personal  automobile  or  an  estimated  average 
cost  of  coumercial  transportation.    In  addition,  a  per  diem  allowance  of  a 
fixed  amount  of  money  per  day,  or  actual  expenses,  is  allowed  to  cover  ex- 
penses such  as  meals  and  lodging  for  each  traveler.   Other  incidental  expen- 
ses  such  as  taxi  or  limousine  are  usually  listed  separately  as  part  of 
"travel." 

Project  indirect,  costs  are  usually  specified  last  in  the  budget  since 
they  are  often  related  to  part  or  all  of  direct  costs.    The  method  for  cal- 
culating project  indirect  costs  or  expenses  varies  from  place  to  place.  A 

fairly  typical  procedure  is  to  take  a  percentage  of  the  wages  or  salaries  of 

i 

project  personnel,  including  consultants.    For  example,  suppose  a.  project  has 

t 

personnel  salaries  of-i- 

o  project  manager  $12,000 

o  secretary  6,000 

o  statistician,  (full-time  for  6  mos.)  6,000  and 

i 

o  research  assistjant,  (one-half  time  for  12  mos  J  6,000 

TOTAL  *  $30,000 

The  agency  uses  an  indirect  cost  rate  of  501  applied  only  on  wages  and  sal- 
aries.    The  budget  entry  for  indirect  costs  would  be  compared  by  multiplying 
50%  by  $30,000  which  equals  $15,000.    It  is  the  rate  that  must  be  determined 
by  law,  regulation,  or  computation.    It  is  often  different  for  each  job 
category, 
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With  these  specific  line  items  determined,  a  line^tem 
pared  for  the  project.   The  format  of  the  budget  is  normal 
the  school  district  or  funding  agency. 


\ 


Budgeting  in  Perspective 

It  is  important  to  remember  that  the  budget  represents  a  planned  expen- 
diture of  dollars  tyy  specific  categories.   Thus,  the  budget  can  be  used  as 
the  basis  for  cen^olling  costs  during  project  operation.    For  this  purpose, 
the  various  project  costs  should  be  collected  for  accounting  purposes  accord- 
ing to  the  categories  appearing  in  the  budget.   Consequently,  a  major  concern 
when  setting  up  budget  categories  is  the  ability  of  the  local  accounting  sys- 
tem to  collect  costs  into  or  against  the  allocated  budget  categories.    If  the 
cost  accounting  system  does  not  categorize  rats  in  the  same  way  that  they  « 
are  budgeted  by  the  project,  difficulties  wilNrise  during  project  operation. 
Hence,  when  the  accounting  system  of  the  parent  organization  does  not  collect 
costs  using  project  categories,  project  managers  are  often  found  using  two 
budget  reports  -  one  produced  by  jjhe  organization's  accounting  .unit  for 
audit  and  one  maintained  by  themselves  for  work  flow  regulation. 

Cost  estimating  and  budgeting  is  the  final  activity  of  project  planning. 
Here  the  resource  needs  that  support  the  project  objectives  are  converted 
into  dollar  cost  estimates  and  fitted  into  the  budget  document's  format. 


Tuaki  to  page  6. 77  and  kzosL  the.  cicAec- 
tionh  faK  ExeA.cX6e  A. 
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Lesson  6- -Cost  Estimates  and  Budgets 
General  Situation  for  ^Exercises  A  and  B 


Vvi<LcXioYii>  i    Study  tko.  ^oUcMing  InjofymUon  bijona  beginning  tha  zxzjiqaau  . 


Metropolitan  School'  District  is  conducting  a  project  involving  the 
design  and  production  of  instructional  materials.    Pertinent  information 
regarding  the  production  phase  is  given  below. 


No. 

Resource  Item 

Code 

Quantity 

1 

Project  Manager 

PM 

1 

2 

Statistician 

STA 

1 

3 

Secretary/typist 

SEC 

2 

4 

Illustrator 

ILL 

1 

5 

Subject  Area  Specialist 

SAS 

1 

6 

Typewriter 

TWR- 

3 

7 

Artist  Supplies 

AS 

1  set 

8 

35  mm  Camera. 

CAM 

1 

9 

Printing  Services 

PS 

20  copies 

B.    Salary/Wage/Fringe  Benefit  Schedule 

1.  Salaries  (for  full-time  basis  assume  four  weeks/month): 


*project  manager 

secretary/ typist 
^statistician 

illustrator 
^subject  area  specialist 


2.  Fringe  Benefits  (for  all  personnel): 


retirement 
life  insurance 
health  insurance 


$1000/mo. 
$  500/mo. 
$  800/mo. 
$  1000/mo. 
$  800/mo. 


10%  of  monthly  salary 
$12  ner  month 
$24  per  month 


9 

ERIC 


2S9 


Module  2 
Lesson  6 


6.18 


C.  Travel 


*Each  person  with  an  asterisk  before  his  name  under  "Salaries"  on  pre- 
vious page,  travels  two  trips  at  $100.00  per  trip.  This  figure  covers 
auto  expense,  per  diem,  and  air  travel. 


D.  Equipment,  and  Materials  Cost 

Typewriters  (rent  three) 
Artist  supplies  and  materials 
35  mm  camera  (one  available  from 

the  resource  pool  at  the  school) 
Camera  film  and  developing 

E.  Services 


rent  at  $20/month 
$80.00  per  set 

rent  by  month  only  at  $10/month 
$60.00 


Printing  services  contracted  at  $1.50  per  printed  copy 

F.  Indirect  Cost  Figured  as  50  Percent  of  Salaries  and  Wages  Only 

G.  Task- Event- Resource  Calendar 


-  ILL 
AS  -  ■ 

-  SIC  - 


...» 


TWR 


CAM 


■  -  S  A  3  


S  U  C 
T  W  R 


STA 
TWR 


S  li  C 
TWR 


weeks 
months 


September 


T 


Printing  of 
Final  Revert  (PS) 


October 


10 


11 


12 


November 


TuAn  the  page,  and  btcjln  Exvici&e.  A.l 
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Lesson  6- -Cost  Estimates  and  Budgets 
Tocercise  A 


 >        i  —  ■  — * 

-    Mil 

Directions  :    kitQA  studying  the.'  Actuation  described  on  the.  previous 
pages,  you  are.  to  develop  a  budget  using  a  project  task  on  costing 
unit  approach.    In  this  case,  the  faur  project  tasks  (P,  £,  R,  and  S) 
represent  costing  unit*.    Vou  are  to  determine  the.  total  cost  oh  the. 
project  by  ]irst  figuring  the  cost  orf  each  task,  employee,  be.ne.iito, 
and  indirect  costs.    These.  figures  should  then  be  summed  In  order  to 
obtain  the.  total  project  cost.    The  solution  o&  this  type.  b{  a  costing 
problem -can  be  facilitated  by  the  completion.  o$  a  project  task- ncsouA.ce. 
matrix.    Till  in  the.  blank*  in  the.  matrtx  on  the.  fallowing  page  and 
entex  the.  appropriate  figures  in  the.  budget  summary  that  fallow. 
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Vvl&ULom:"  CompJUte.  the  mcuUvix.  be£ow  tu>ing  the,  Momation  piovide-d  intU  General  Situation  ion. 
ExeAcue.  A  and  B,  Talk  totaU  [column  ]$)..cjul  iigusied  by  adding  coZumnA  (6),  (9)^  (12),  (13),  and 
(14)  togetheA. 


Personnel 
Salary  and  Wages 


Equipment 


Materials 
and  Supplies 


(13) 


At 


ik  Av  /o\  /co  /cm  /  m 


Total 


(9) 
Sub- 
Total 


(14) 


Q  M 
3  CD 


(15) 


TASK-P 

• 

$ 

TASK-Q 

1500 

1000 

750 

1600 

4850 

55 

55  . 

Four 
Trir>s 
400 

$  5305 

TASK-R  . 

300 

375 

675 

15 

15 

$  690 

TASK-S 

$ 

Sub- 
totals 

3000 

1000 

1600 

m 

$ 

Adminis- 
Support 

Ianploy 

ee  Ben 

ef  its 

$ 

Enter  Employee  Benefits  Total  Here  \ 

$ 

Indirect  Costs 

$ 

Enter  Indirect  Costs  Total  Here  \ 

$ 

Grand 
Totals 

$ 

$ 

o 

$ 

$ 

$ 

$ 

ON 
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*It  is  estimated  that  the  project  manager  spends  30%  of  his  time  on  task  P, 
5(H  on  task  Q,  10°*  on  task  R,  and  10%  on  task  S. 


[  Tusin  tlie.  page,  and  pKocne.d±\  < 
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Lesson  6 ---Cost  Estimates  and  Budgets 
Exercise  A- -Budget  Summary 


Visitation*  i    CompleXz  the.  budget  &ummaAy  below  by  zntexing  tke,  appro- 
priate. iiQUJiU  inom  column*  (6),  (9),  [12),  (J|),  (14),  and  (15)  orf  tke. 
.pK.oie.dt  £at>k-ieAouAce.  matrix.    Th&  figure*  ion:  tufa  o  and  R  oaz  inteAid 
on  the.  lolloping  page,  ior  you*  re.6eAe.nce..   „ 

Project  Title:    Instructional.Materials  Production 

Work  Package  Time  3  months 

Funding  Agency:  Metropolitan  Schools 

Dates  from  9/1/19XX 


COSirWG  UNIT  .TOTALS 


TASK--P 


Total 


ERIC 
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TASK--Q  *  ' 

1.  Salaries  and  Wages 

PM— 504  x  $1000/nfb.  x  3  mo.  =  $1,500 

STA—S  weeks  x  $200/week  =  1,000 

SEC- -6  weeks  x  $125/week  =  750 

SAS--8  weeks  x  $200/week  =  1,600 

Sub-Total  $4,850 

2.  Equipment  • 

TWR--°11  weeks  x  $5/week         =  $  55 

3.  Travel 

Four  trips  @  $100/ trip  -  $  400 


6.22 


Total  $5,305 


TASK--R 

1.    Salaries  and  Wages 

PM— 10%  x  $1000/mo.  x  3  mo.  =  $  300 
SEU--3  weeks  x  $125/week        =  375 
Sub -Total  I  57? 

2. i  Equipment 

TWR--3  weeks  x  $5/week  =  $  15 

Total    $  690 

i 

TASK— S 


Total 
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ADMINISTRATIVE  SUPPORT 


6.23 


Total 


PROJECT  GRAND  TOTAL 


TuAn  the.  page  and  cokkzcA.  youA 
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Lesson  6- -Cost  Estimates  and  Budgets 
Exercise  A- -Solution 


Vine.ctA.OYU>:    The.   olution  to  ExeAdtie.  A— Budget  Summary  it>  alven 
beloui.    Check  youA  faguxe*  and  ui.0A.fe  and  make.*  the.  appnopUatz  cowec- 
tion&.    The  solution  to  Exetctae  A--P/LOject-Ta4fe-ReAou^ee 
HcuUlx.  ioklom:  '  


Budget  Summary 


Proiect  T.  tie:.    Instructional  Materials  Production 

J   ~"  '         Project  Time:     3  months 


Funding  Agency:  Metropolitan  Schools 


Dates  From     :  9/l/19xx 


COSTING  UNIT 


TOTALS 


TASK 
1 


-  P 


Salaries  and  Wages 

PM  -'30%  x  $1000/mo.  x  3  mo. 
SEC  -  5  wk.  x  $125/wk. 
ILL  -  6  wk.  x  $250/wk. 

Sub-Total 


Equipment 
TWR  -  5  wk. 
CAM  -  1  mo. 


x  $5/wk. 
x  $10/mo. 


Sub-Total 


3.  Materials  and  Supplies 

AS  -  1  set  x  $80/set 
CAM  Supplies  -  @  $60 

Sub-Total 

4.  Travel 

Two  trips  @  $100/trip 


-  $ 

900 

625 

=  1 

,  500 

$3 

,025 

=  $ 

.  25 

10 

$ 

35 

=  $ 

80 

60 

$ 

140 

=  $ 

200 

Total  $  3, 400 
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TASK 
1. 


-  Q 


Salaries  and  Wages 

PM  -  50%  x  $1000/mo.  x  3  mo. 
ST  A      5  wk'.  x  $200/wk. 
SEC  -  6  wk.  x  $025/wk. 
SAS  -  8  wk.  x  $200/wk. 

Sub-Total 


2..  .'Equipment 

TWR  -  11  wk.  x  $5/wk. 

3.  Travel 

Four  trips  @  $100/trip 


$1,500 
1,000 
750 
1,600 

$4,850 


$  55 


■  $  400 


TASK  -  R 


1.  Salaries  and  Wages 

•  PM  -  10%  x  $1000/mo.  x  3  mo. 
SEC  -  3  wk.  x  $125/wk. 

Sub-Total 

2.  Equipment 

TWR  -  3  wk.  x  $5/wk. 


=  $ 


TASK 
1. 

2. 


-  S 


Salaries  and  Wages 

PM  -  10%  x  $1000/mo.  x  3  mo.  ■  $ 

Contracted  Services 

Printing  -  20  copies  x  $1.50/copy 


ADMINISTRATIVE  SUPPORT 

1.     Employee  Benefits 

a.  Retirement  -  10%  x  $8,850  «  $ 

b.  Life  Insurance  -  45  wk.  x 
$3/wk. 

c.  Health  Insurance  -  45  wk. 

x  $6/wk.  = 

Sub-Total 


Total  $5,305 


300 
375 
$  .675 


15 


Total  $  690 


300 


30 


Total  $  330 


885 
135 
270 


Indirect  Costs 
50%  x  $8,850 


$1,290 
»  $4,425 


Total  $  5,715 


PROJECT  GRAND  TOTAL  $15,440 


[~TuAn  the,  page.  joK  the  &oiwUon  to  the.  VnoizcA  Tcu> fe-R&souAce  Ma&Ux.  \ 
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Exercise  A--Project  Task- Resource  Matrix- -Solution 


VAXQ.dU.onbx    Companz  youA  fiigunu  with  tho&z  giv&n  below and  make.  yietLeAtoAy  cofUie.cAU.on6 . , 


IT  J 
m  a. 

9 

0>  N> 


Personnel 
Salary  and  Wages 


Equipment  , 


Sub 


Materials 
and  Supplies 


Sub- 


!  TASK-P 


TASK-Q 


!  TASJC-K  i 


?  r 


T 


<£/  Total  /  ^/  Total  / 


900  |   --    1  625  . 1500  | 


2500    J  000 


7f.n 


i.  


lie 


1600 


j  Su!,- 
1  ;ot-:Ls 


'    375  i 

1  i 


300  ! 
 U- 


7)000  i  1000  j  1750  1500 


3025 


4850 


25 


55 


075     j  15 


300 


1600 


'J:  C, 


Fir.T)lovoe  Bei icf  1  v.s 


r;  a  c_ 


Indiiect  Costs 


8850 


10 


35 


55 


15 


95 


10 


105 


80 


Sub:  /  $ 


Total 


60 


140 


Two 
Trips 
200 


Four' 
Trios 
400 


80 


60 


140 


<>7  Totals 


3400 


5305 


690 


30 


330 


6O0  I    30    j  9725 


$1290 


Enter  Employee  Benefits  Total  Here 


$4425 


Enter  Indirect  Costs  Total  Here 


j  Grand  ' 
I" Total*  : 


 i. 


$14,565  ! 


$105 


$140      |  $600 


*It  is  estimated  that  the  project  manager  spends  30%  of  his  time  on 
.  task  P,  50V on  task  Q,  109o  on  task  R,  and  10°o  on  task  S; 


TuAn  tko.  page,  and  begin  Ex&tci^c  B. 
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Lesson  6- -Cost  Estimates  and  Budgets 
Exercise  B 


ViAectLonAt    UAing  the.  Inionmation  inom  the.  column  total*  o&  the.  taAk- 
HQAOixn.ce.  mcuUux  on  page  6.20,  you       *»  complete,  the.  budget  Aummaxy 
below.    It  Ke.piue.nU  a  typical  budget  ionmat  produced  by  an  onganAza- 
tuo^A  accounting  uvut.  Budget  catcgonieA  one  totaled  acnoAA  the.  cntuic 
pn.oie.ct  duration. 

i  J  1  Ml  ~ 


Budget  Summary 


\ 


\ 


Title:    mst^ctional  Materials  ^lon^  ^  ^ 
Funding  Agency:  Metropolitan  Schools   ^  ^ 


Category 


'Sub-  ' 
Totals 


TOTALS 


1 .  Personnel 

A.    Salaries  and  wages 


B.    Employee  Benefits 


2.  Travel 

3.  Equipment 


0 
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4.    Materials  and  Supplies 


5.    Contracted  Services 


6.    Indirect  Costs 


GRAND  TOTAL 


TuAn  the,  page,  and  covizdt  ijouji  wotik. 
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Lesson  6- -Cost  Estimates  and  Budgets 
Exercise  B-- Solution 


VvwcAlovu.:  Tkz  AotuvUon  to  ExcAcxie  B  l&  givzn  below.  Check  youJi 
hiQWiQA  and  trtoHk,  and  make,  the.  appnopujxte  connection* .  . 


Budget  Summary 


Project  Title:    Instructional  Materials  Production 

"  Pro j ect  Time: 3  months 

Funding  Agency:  Metropolitan  Schools  

~~-    Dates  from:  9/l/19xx 


Category 


>  Sub- 
Totals 


TOTALS 


1 .    Personnel  (manpower) 

A.  Salaries  and  Wages 
PM--3  mo.  x  $1000/mo. 
STA-5  wk.  x  200/wk. 
SEC- 14  wk.  x  125/wk. 
ILL-6  wk.  x  250/wk. 
SAS-8  wk.  x  200/wk. 


$3000 
1000 
1750 
1500 
1600 


B.    Employee  Benefits 

Retirement- -10%  x  $8,850  $  885 

Life  Tnsurance-45  wk.  x  $3/wk.  135 

Health  Insur.--45  wk.  x  $6/wk.  270 


$8,850 


1,290 


2.  Travel 

6  trips  @  $100/trip 

3.  Equipment 

Typewriter- -19  wks.  @  $S/wk.  $  95 
Camera- -1  mo.  +  $10/mo.  10 

4.  Materials  and  Supplies 

Art  Supplies  $  80 

Camera  Supplies  60 


600 


105 


140 
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5.    Contracted  Services 

c 

Printing--20  copies. at  $1.50/copy 


6.30 


$  30 


6.    Indirect  Costs 

50%  x  $8,850 


$4,42$ 


PROJECT  GRAND  TOTAL 


$15,440 

3S5«3"SSS 


 — f 

TuAn  tko.  pciQZ  and  proceed.  \ 
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Lesson  6- -Cost  Estimates  and  Budgets 
Directions  and  Choices  Following  the  Practice  Exercise 


Bated  upon  the  &eli- evaluation  of(  youK  pe,\iomance  on  tiie  exeA- 
c<Ae  you  nave  eitheAt 

A.  acceptably  6atu(ied  the.  objective,  oi  developing  a  pwject 
budget  and  should  noui  twin  to  the.  po/>t-te&t  \ound  on  page. 
6.32. 

Additional  example*  on  coU  estimate*  and  budget*  axe  found 
on  page*  6.34  to  6.41.    KeieAence*  {oft  additXonal  leading 
one  luted  on  page  6.42. 

*  ~~~~  . 

B.  not  battiiiied  the  objective,  and  should  select  one  ok  moie 
ofl  the  following  couue*  oi  action. 

1.  btxxdy  the  additional  example*  beginning  on  page 
and  then  Jiewoik  exeAci&e  8  on  page  6.27. 

2.  n.ead  chapteA  nine  orf  Educational  Project  Management  by 
by  VeAmond  L.  Cook  and  then  KewoKk  exeAcUe  8'  on  mae 
6.27.  ™ 

3.  Kewnk  exeAci&e  8  on  page  6.27. 

4.  vieu)  the  &lide-tape  pfie&entation;  inAtAuction*  axe  on 
page  6.9.  A^teA  the  piuentation,  KeiooKk  exeAci&e  B 
on  page  6.27. 

5.  nead  the  luton  nanAotive  beginning  on  page  6.10  and 
then  tiwotik  exeAcue  B  on  page  6.27. 
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Lesson  6  ,5> 

Lesson  6- -Cost  Estimates  and  Budgets 
Post -Test 


VVLZcUoru:    Vltaiz  take,  time  to  coA^alty  avu>Wi  the  mxZtuple.  chorea  and 
tme/ial&e.  auction*  given  below.    Ton.  the  multiple,  chouse.  quteUon*  yon 
<wt  to  cVvcle  one.coKKe.it  on  but  anweJi  (A,B,C  <*  »\j^J°)*™*^H  P 
and  laUi  yoiTaKkZ  to  inxUzatt  the.  cokkzjU  KeAponbe.  wUfi  the.  leXtex  T  ok  f. 

Hwe.  wUe.  the.  lut  Took  dlgJUU  oi  youJi  Social  SicukUu  nmbeJi  on  the.  Une. 
belovi  40  that  theTpag^  can  be  Identliled  In  the.  event  they  be.com 
AepoKated  : 


1.  What  is  the  basic  unit  of  work  under  which  various  project  costs  are 
accumulated? 

A.  Activity 

B.  Event  ' 

C.  Work  package 

D.  Goal  .  -*» 

2.  What  does  a  budget  represent? 

A.  A  planned  expenditure  of  dollars 

B.  An  actual  expenditure  of  dollars 

C.  A  reference  document  for  the  business  office 

D.  The  cost  account's  code  for  expenditures 

3.  Cost  estimation  and  budgeting  is  the  last  step  in  what  project  phase? 

A.  Organization 

B.  Termination 

C.  Planning 

D.  Preparation 

4.  Cost  estimation  is  the  process  of  translating  project  requirements 
into  what  document? 

A.  Proposal 

B.  Schedule 

C.  Accounting  procedures 

D.  Budget 

♦ 

5.  In  de terming  the  costs  for  a  typical  budget  what  is  generally  used  as 
a  basic  reference? 

A.  Previously  developed  resource  commonality  table 

B.  State  budget 

C.  Neighboring  school  system  budget 

D.  Federal  guidelines 
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6. 


7. 


What  basic  reference  document  is  used  in  determines igned  costs 
to  various  budget  categories? 

A.  Expenditure  plan 

B.  Gantt  chart  \ 

C.  Previous  project  history 

D.  Resource  commonality  table 

What  would  be  an  example  of  a  typical  indirect  cost? 

A.  Tape  recorder 
1  B.  Reference  books 

C.  Salaries  of  staff 

D.  Building  electricity  costs 

What  are  the  two  main  categories  used  to  classify  project  costs? 

A.  Labor  costs  and  indirect  costs 

B.  Direct  costs  and  indirect  costs  , 

C.  Personnel  costs  and  material  costs  »  . 
D*.  Direct  costs  and  personnel  costs 


P^ea*e  *****  tkt  ttatmuU*  UAtvL  bzlo*  itx  **ue      <oi*e  by 

mJjUng  a  T  oi  V  on  tk<L  line.. 


8. 


.  9. 
10. 

11. 
12. 

13. 

14. 


_A  costing  unit  is  a  unit  of  work... 

"in  developing  the  budget,  project  indirect  costs  are  usually 
"specified  first  and  itemized. 

Jhe  budget  helps  the  project  manager  control  project  costs 

The  final  activity  in  planning  is  to  identify  the  authority 
"who  is  to  put  the  plan  into  operation. 

_The  format  of  the  budget  is  normally  specified  by  the  project 
director. 


Cke.c.k  youK  clMVUs  on  tke.  faoltoMing 
page..  '  
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Lesson  6 --Cost  Estimates  and  Budgets 

Directions  ind  Choices  Following  Lesson  Post-Test 

W       ..        .  ' 


Direction*:  The  correct  anmzr*  to  Lesson.  4  post-test  are  Itited 
down  the  right  margin.    Check  your  conrect  response*.   


Virectio  n*  ?    If  you.  answered  elttitn  on.  less 
question*  correctly,  you  have  not  accept- 
ably demonstrated  knowledge  of  cost  esti- 
mates and  budget*  and  shouJtd  select  one 
on.  mo  fie  of  the  fallowing  course*  of  action. 

1.  View  the  slide-tape  presentation 
by  tanning  to  page  6.9   and  pro- 
ceeding.   After  the  presentation 
turn  to  the  Lesson  QuatUy  Control 
form  on  page  6.43. 

2.  Read  the  lesson  narrative  beginning 
on  page  6. 10,  and  then  turn  to  the 
Lesson  Quality  Control  Form  on  page 
6.43. 

3.  Read  chapter  nine  of*  Educational 
Project  Management  by  Pesmond  L. 
Cook,  and  then  twin  to  the  Lesson 
Quality  Control  Form  on  page  6.43. 

4.  Staiy  the  additional  example*  begin- 
ning on  page  6.34f  &nd  then  turn  to 
Lesson  Quality  Contiiol  Form  on  page 
6.43. 

5.  Rework  the  lesson  post-test,  and^then 
tarn  to  Lesson  Quality  Control  Form  on 
page-  6.43. 


Direction*:    If  you  answered  twelve  or  more  ques- 
tion* correctly,  you  have  acceptably  demonstrated 
knowledge  of,  co*t  estimates  and  budget*  and  should 
now  turn  to  the  Le**on  Quality  Control  Form  on  page 
6.43.    Additional  example*  of  budget*  are  found  on 
page*  6. 34  to  6.41 . 

Reference*  for  additional  reading  are  listed  on 
page  6.42.  ■_  ^ 


Miltiple  Choice 

1.  C 

2.  A 

3.  C 

4.  D 
,  5.  A 

6.  A. 

7.  D 

8.  B 

True/ False 

9.  T 

10.  F 

11.  T 

12.  T 

13.  F 

14.  F 
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Lesson  6- -Cost  Estimates  and  Budgets 
Additional  Example  * 

/ 

The  MetroDOlitan  City  School  Board  has  initiated  a  project  to 
survey  the  attitudes  of  the  stuaents  and  community  toward  the  school 
administration,  staff,  and  educational  program.   The  project  proposal 
identifies  the  following  five  major  tasks: 

A.  Develop  the  project  objectives  and  survey  design. 

B.  Develop  the  survey  instruments. 

C.  Administer  the  survey  instruments. 

D.  Analyze  and  interpret  the  data. 

E.  Prepare  a  project  final  report. 

The  man  selected  to  head  the  project  has^prepared  the  resource 
commonality  table  and  task-event -resource  calendar  which  arcpear,  below. 
A.    Resource  Commonality  Table 


Resource  Item  Code  Quantity 

Project  Manager  PM  1 

Statistician  STA  1 

Researcher  RES  1 

Writer  WR  1 

Secretary  SEC  y"'  1 

Typewriter  TWR  1 

Duplication  DUP  ,    1000  Dages 

Printing  Services  PS  30  copies 

Paper  PR  8  units 

Mailing  ML  1   
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B.    Salary/Wages/Benefit  Schedule 

1.    Salaries  (assume  four  weeks/month) 


project  manager 
statistician 
researcher 
writer 
secretary 

2.    Fringe  Benefits  (all  personnel) 

retirement 
life  insurance 
health  insurance 


$1000/month 
800/month 
1000/month' 
800/month 
500/month 


10%  of  salary 
$12  per  month 
$24  per  month 


V 


C.  Equipment 
Typewriter 

D.  Materials  and  Supplies 

Paper  • 
Mailing  . 

E.  Services 


rent  at  $40/month 


$25/unit 
$100 


Duplicating  services  contracted  at  $0.03/page 
Printing  services  contracted  at  $1.50/copy 


F.    Indirect  Cost 

Figured  as  501  of  salaries  and  wages  only 


3x0 
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G.   Task- Event-Resource  Calendar 


T— r* 

task  A 

-  -  -RES- • 
•--SEC-* 
I-  •  T  W  R-  * 

-  S  T  A-  ♦ 


WEEKS 


MONTHS 


Task  B 


/ 


•--RES----  • 
,  PR  « 

-SEC  • 

•  -TWR-  • 

•-DUP- • 


OCTOBER 


Task  C 


-RE  S— • 
-ML--  • 


Task  D 


t  - 


S  T  A-  -  -  - 
/R  E  S-  - 


8 


NOVEMBER 


— r 

Task  E 


S  E  C- 
T  W  R- 
W  R— 
•-RES- 


PS 


10 


11 


12 


DECEMBER 


3U 
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*  Based  upon  the  proceeding  information,  the  project  manager  then 
prepared  the  following  project  task-resource  matrix.  < 


After  completing  the  project  task-resource  matrix,  the  project 
manager  filled  in  the -project  manager's  budget  using  the  totals  obtained 
from  adding  across  the  matrix.    He  comoleted  the  line  item  budget  using 
the  totals  obtained  from  adding  down  the  matrix.    These  budget  summaries 
appear  on  the  following  pages. 
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Lesson  6 --Cost  Estimates  and  Budgets  ' 
Additional  Example- -Budget  Summary  1 


Project -Title:   Attitude  Survey  Project  Time:    3  months 

Funding  Agency:  Metropolitan  Schools  Dates  From:  10/l/19xx 


Project  Manager 1  s -Budget  ^^^^^ 
Costing..Unit    J  Sub-Totals      .  Totals 


TASK-A 

1.    Salaries  and  Wages 

PM---30I  x  $l,000/mo.  x  3  mo.  «  $  900' 


STA--7  weeks  x  $200/week  =  .400 

RES- -2  weeks  x  $250/week  -  500 

SEC- -2  weeks  x  $125/week  «  250 

Sub -Total  $2050 


2 .  Equipment 
TWR--$  -20 

Total  $2070 

f  "™ ^^^^^ 

TASK-B 

1.  Salaries  and  Wages* 

PM---20%  x  $l,000/mo.  x  3  mo.  =  $  600 

RES- -3  weeks  x  $250/week  -  750 
SEC --3  weeks  x  $125/week  375 
Sub-Total  ST725* 

> 

2.  Equipment 
TWR--$  30 

3.  Materials  and  Supplies 
Pnper-$200 

4.  Contracted  Services 
Duplicating^ -$  30 

Total  $1985 
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TASK-C 


1.  Salaries  and  Wages 

PM---10*  x  $l,0Q0/mo.  x3jd,  *  $  300 
RES- -2  weeks  x  $250/week         -  500 
Sifc-Total  5  800 

v  t  I  '  » 

2.  Materials  and  Supplies 
Mailing- -$100 


Total 


TASK-D  ? 

1.    Salaries  and  Wages 

.    PM---20%  x  $l,000/mo.x  3  mo. 
STA--3  weeks  x  $200/week 
RES- -3  weeks  x  $250/week 
Siib -Total 


=  $ 


600 
600 
750 

TOSlTrotal 


$  900 


$1950 


TASK-E 


1.    Salaries  and  Wages 

PM---20$  x  $l,000/mo.  x  3  mo.  =  $  6t)0 


RES--1  week   x  $250 /week 
WR---2  weeks  x  $200/week 
SEC- -2  weeks  x  $125/week 
£ub.-Total 

2.  Equipment 
TWR--$  '20 

3.  Contracted  Services 
Printing- -$  45 


250 
.  400 
250 
$1500 


Total 


$1565 


ADMINISTRATIVE  SUPPORT 

1.    Employee  Benefits 


a.  Retirement  10%  x  $8025  =$803 

b.  Life  Insurance-- -37  wk.  x  $3/wk.*=  111 

c.  Health  Insurance-37  wk.  x  $6/wk.*  222 
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t      2.    Indirect  Costs 

50%  x  $8025=$4013 


Total      $  5149 


Project  Grand  Total  $13,619 


V.-' 


4\ 
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Lesson  6- -Cost  Estimates  snd  Budgets 
Additional  Example --Budget  Summary  2 


Project  Title:   At t i tude  Survey 
Funding  Agency:  Metropolitan  Schools 


Project  Time:  3  months 
Dates  From:  10/l/19xx 


Accounting  Unit  Budget 


Category 


Sub- 
Totals 


Sub/Grand 
Totals 


1.  Personnel  (manpower) 

A.  Salaries  and  Wages 

PM-— $3000 
STA--  1000 
RES-  2750 
WR---  400 
SEC--  875 
$81725" 

B,  Employee  Benefits 

Retirement  --$803 

Life  Insurance   111 

Health  Insurance--  222 

$1136" 

2.  Equipment 
TWR--$  70.00 

3.  Materials  and  Supplies 

Paper  $200.00 

Mailing--$100.00 
$300.00 

4.  Contracted  Services 

Duplicating- -$  30 
Printing   45 

5.  Indirect  Costs 
50%  of  $8025.00 


$8025 


$1136 


$  70 


$  300 


$  75 


$4013 


PROJECT  GRAND  TOTAL 


$13,619 

SMM«SI 
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Lesson  6 --Cost  Estimates  and  Budgets 
x  Reading  References 


Additional  knowledge  about  cost  estimates  and  budgets  can  be 
obtained  by  reading  from  the  references  cited  below: 


Baumgartner,  J.  S.    Project  Management."  Homewood,  111.:    Richard  D. 
Irwin,  Inc.,  1963,  Chapter  2,  pp.  21-2. 

Cook,  Desmond  L.   Educational  Project  Management.   Coluribus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  9. 

Vfoodgate,  H.  S.    Planning^hy  Network .    London, 'Engl and:  Business 
Publications,  Ltd.,  1964,  Chapter  12,  pp.  266-72. 
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Lesson  6- -Cost  Estimates  and  Budgets 


Lesson  Qualjty  Control  Form 


Vi-iecticnA  i    Ptea&e.  take  time  to  caneiully  anAwen.  the  rfou*  question*  given 
below.    Vuua  cuihwesu  wWL  provide,  valuable  inhomation  ion.  the  levi&ion  and 
inpiovement  o&  thJU  Zmon.    Hel  tftee  to  wfiite  additional  comments  ok 
ne commendation*  on  the  back  o£  tha  iom.    VouA  n.e6pon&t&  will  be  kept 
stnictlu  confidential.    Pleate  mJUU  the  la&t  iouJi  digit*  oi  yovJi  Social 
Security  numben  on  the  tote  beZow  60  that  the  page*  can  be  identliie.d  in 
the.  event  they  become,  Aepasiated  . 

Thank  you  ion.  youx  ai&i&tance. 


I.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


5     What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest,  to  improve  this  lesson? 
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TuJin  the  page  and  pnoceed 


Module  2 
Lesson  6 


Lesson  6-  -Cost.  Estimates  and  Budgets 
Termination  Instructions 


Upon  completion  o&  the  Letton  Quality  Control  torn,  you  aie.  toi 


Tea/t  out  and  staple,  the.  pageA  o{,  the  Lesson  Quality  Control  torn. 
Place  the  ionm  In  the.  special  envelope.  provided. 
WoJUL  the,  envelope,  to  KeAeaA.cn  io%  Better  Schools,  Inc.    Suite  1700, 
T7W  Market  Street,  PhXJbadelphJua,  Pennsylvania.  19103. 

*^  * 

This  les&on  on  co*t  estimates  and  budgets  is  now  completed.  Turin 
■  the  page,  and  nead  the  directions  ioK  Phase.  Test  U 
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Phase  Test  1 


PT  1.1 


PHASE  TEST  1 


Project  Planning  Phase 


Directions:    The  following  pages  contain  a  series  of  items  in  a 
variety  of  formats  which  are  designed  to  assist  you  in  assessing 
the    knowledge  you  have  acquired  from  Lessons  1  through  6  of  Module 
2.    This  set  of  items  gives  emphasis  to  cognitive  abilities  as  con- 
trasted  to  attitudes  or  skills. 

The  expectation  is  that  you  should  answer  all  items  correctly 
in  order  to  consider  your  learning  in  this  phase  as  being  complete. 
In  this  sense ,  the  test  can  be  considered  as  a  mastery  test,  a 
minimum,  essentials  test,  or  a  criterion-referenced  test. 

Read  each  question  carefully  and  circle  the  letters  of  the  best 
response  on  the  separate  answer  sheet  immediately  after  this  page.  • 
After  you  complete  the  last  item,  review  your  responses  then  turn  to 
page  21  which  contains  the  answers  for  the  several  phase  tests  and 
check  your  answers  against  those  presented  there. 

Turn  'the  page  and  begin. 
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Answer  Sheet 
for 

Project  Planning  Phase 
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Module  2 
Phase  Test  1 


PT  1.3 


Project  Planning  Phase  Test 

1 .  '  What  statement  probably  best  characterizes  a  project? 

A.  Objectives  are  set  within  time,  cost,  and  performance  specifi- 
cations. K 

B.  Usually  only  a  single  objective  is  involved. 

C.  ..Projects  are  usually  finite  in  character,  complex  in  nature, 
consists  of  a  unique  series  of  tasks,  and  are  generally  a 
one-of-a-kind  activity. 

D.  Project  objectives  once  established  eliminate  the  need  for 
further  planning. 

2.  What  criterion  is  used  for  determining  the  nunber  of  levels 
necessary  to  define  a  project?  \ 

A.  The  finest  detail  possible. 

B.  Skeletal  breakdown.  4 

C.  .Necessary  detail  based  on  project  manager's  desires  or  wishes. 

D.  /Must  always  extend  to  five  levels  of  breakdown. 

3.  Why  does  the  work  breakdown  structure  enable  a  project  manager  to 
be  more  consistent  in  his  planning? 

A.  It  aids  in  determining  the  critical  path. 

B.  The  network  cannot  be  developed  without  the  work  breakdown 
structure . 

C.  It  establishes  a  framework  of- objectives  to  be  accomplished  and 
for  all  work  that  is  to  be  performed  for  each  objective. 

D.  The  time  estimates  of  the  project  can  be  determined. 

♦  . 

4.  What  term  best  describes  the  primary  or  central  role  of  a  project 
manager? 

A.  Coordinator. 

B.  Information  generator. 

C.  Decision-maker. 

D.  Developer  of  products. 

5.  Starting  from  the  top  and  going  down,  what  is  characteristic  of 
any  work  breakdown  structure? 

A.  Cost  and  schedule'  status  is  summarized. 

B.  Way  in  which  the  various  end  objectives  of  work  are  related  is 
deteimined. 

C.  Work  to  be  performed  is'  defined  in  successively  greater  detail. 

D.  Prime  objective  leasing  to  the  attainment  of  each  supporting 
objective  is  not  carefully  defined. 
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PT  1.4 


6.  How  is  scheduling  defined? 

A.  Action  which  adjusts  operations  to  predetermined  standards. 

B.  The  translation  of  the  plan  developed  from  the  previous  steps 
in  the  planning  process  into  a  timetable  showing  the  specific 
calendar  date  for  the  start  and  completion  of  work. 

C.  A  statement  containing  the  major  goal  of  the  project,  but  also 
includes  a  recognition  of  limits  and  constraints  important  to 
the  project. 

D.  The  "organizational  unit  dedicated  to  the  attainment  of  a 
goal- -generally  the  successful  completion  of  a  development 
production  time  within  the  budget,  and  in  conformance  with 
performance  specification. M 

7.  Time  estimates  should  be  provided  by  what  person  on  the  project? 

A.  Project  manager. 

B.  Project  writer. 

C.  The  person  performing  the  task. 

D.  An  efficiency  expert. 

8.  In  network  teminology,  what  do  we  call  a  specific  definable  accom 
plishment? 

A.    An  activity. 

B„    An  event.  ^ 

C-  An  objective. 

D.    A  task. 

9.  What  do  we  call  the  process  of  breaking  down  a  system  into  inter- 
dependent parts? 

A.  System  management. 

B.  System  synthesis. 

C.  System  analysis. 

D.  System  sequence. 

10.    Which  one  of  the  following  is  probably  the  single  most  important 
factor  in  scheduling? 

A.  Time. 

B.  Efficient  utilization  of  personnel  and  facilities. 

C.  Availability  of  resources. 

D.  Accounting  for  overestimate  of  abilities. 
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11.  What  major  subsystems  comprise  the  planning  system? 

A.    Reports,  scheduling,  project  plan,  management  actions. 
.,  B.    Decision  implementation,  time  estimation,  scheduling,  project 
definition. 

C.    Project  plan,  project  definition,  time  estimation,  scheduling, 
cost/budget. 

12.  What  is  generally  recognized  as  the  first  step  in  the  management 
process? 

A.  Writing  a  proposal. 

B.  Personnel  employment. 

C.  Bidding  for  projects. 

D.  Establishing  objectives. 

13.  What  is  the  definition  for  work  package? 

A.  The  tasks  required  to  accomplish  the  lowest  level  end  items. 

B.  A  summation  across  the  work  breakdown  structure. 

C.  The  basic  time  planning  and  performance  element  in  the 
PERT/Time  system. 

D.  A  device  by  which  actual  times  are  determined  and  actual 
costs  accumulated. 

14.  Why  are  traditional  budgeting  and  accounting  practices  generally 
ngt  applicable  to  the  project  situation? 

A.  Projects  are  non- continuous  and  are  due  to  be  totally 
consumed. 

B.  The  traditional  budgetary  mechanism  is  too  detailed  and 
lacks  flexibility. 

C.  Educational  budgets  are  based  upon  annual  or  biennial  appro- 
priations. 

D.  Too  many  resource  and  personnel  allocations  are  on  a  part-time 
•basis. 

15.  What  basic  relationship  exists  between  the  scheduling  process  and 
work  flow? 

A.  Work  flow  provides  the  framework  for  scheduling. 

B.  Scheduling  provides  the  restraints  necessary  for  work  flow. 

C.  Work  flow  and  scheduling  are  PERT  activities. 

D.  The  more  complex  the  work  flow  the  simpler  the  scheduling 
process. 

16.  What-  types  of  costs  are  usually  involved  in  developing  the 
project  budget? 

A.  Direct  Costs  and  indirect  costs. 

B.  Labor  costs  and  indirect  costs. 

C.  Indirect  cost,  direct  costs,  previous  costs. 

D.  Direct  cost,  work  package  costs,  previous  costs. 
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17.  What  is  the  chief  product  of  the  project  definition  phase  of  the 
planning  system? 

A.  Personnel  assignments. 

B.  Network  diagram. 

C.  Work  breakdown  structure. 

D.  -Timetable  of  events. 

18.  What  word  would  best^typify  the  management  approach  contrast  tp 
the  traditional  approach  to  budgeting? 

A.  Inputs . 

B.  Outputs. 

C.  Charge  number. 

D.  Control. 

19.  What  is  the  function  of  a  task- event- resource  calendar? 

A.  It  indicates  resource  needs  in  priority  order. 

B.  It  assigns  a  calendar  date  for  the  completion  of  project 
tasks . 

C.  *  It  indicates  resource  needs  over  time. 

D.  It  provides  an  ordering  of  project  tasks. 

20.  What  would  be  an  example  of  a  project  indirect  cost? 

A.  Salaries  paid  to  the  project  staff. 

B.  Heat  and  light  charges  for  the  office. 

C.  Retirement  contributions  for  the  project  staff. 

D.  Unanticipated  overtime  payment  for  project  personnel. 
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Module  2 
Lesson  7 


7.1 


Lesson  7--Project  Start-Up 
Introduction  to  Lesson 

This  lesson  contains  the  following  items.    Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. 

Page 

A.  Booklet  containing  the  following  ittn^s 

Introduction  to  lesson.  .  .  "  \*\ 

Overview  and  objectives    7.Z 

Pretest  

Lesson  abstract  and  content  outline  .  .  .  .  •  -7.0 

Lesson  text  .  .   .    .  .  •  •  •  7.9^ 

Exercises  on  project  start-up    7.14 

Post-test   

.  A-idltional  examples  .  .r   7.3Z 

Reading  references.   7.34 

Lesson  Quality  Control  Form   7.35 

B.  Set  of  Color  Slides  entitled  "Module  2--Basic  Principles  and  Tech- 
^hiques  of  Project  Management,  Lesson  7 --Project  Start-Up. " 

C.  Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management;  Lesson8 7 --Project  Start-Up. " 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use : 

» 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

TIME  REQUIRED.    The  tape- slide  presentation  runs  approxijnately  10 
minutes,  the  exercise  takes  approximately  60  '.Jnutes,  and  about  85 
minutes  is  needed  to  complete  the  entire  lesson. 
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Module  2 

Lesson  7  .  7.2 

Lesson  7- -Project  Start-Up 
Overview  and  Objectives  , 

OVERVIEW 

'  i 

'  The  previous  lesson  was  the  last  lesson  on  the  first  phase  of 

r 

project  management- -the  planning  and  proposal  preparation  phase.    The  t 
lesson  was  concerned  with  translating  the  information  contained  in  the 
task- event- resource  calendar  and  resource  commonality  table  into  a 
project  budget  document. 

•This  lesson  is  the  first  of  two  lessons  on  the  project  preparation 
phase  of  project  management.    The  lesson  concentrates  on  proposal  and 
contract  review,  project  manager  appointment,  personnel  recruitment, 
equipment  and  materials  acquisition,  space  and  facilities  acquisition, 
and  project  handbook  development.   The  next  lesson  focuses  upon  the 
development  of  the  project  information  system. 
OBJECTIVES  * 

The  student  when  given  a  project  proposal  should  be  able  to: 

1.  Specify  neected  revisions  in  the  proposal  in  preparation  for 
contract  negotiation. 

2.  Identify  the  job  qualifications  and  principal  duties  of 
selected  project  personnel. 

3.  Describe  the  project  orientation  and  communication  plan. 

4.  Identify  equipment,  material,  facility,  and  space  needs  of 
the  project. 

5.  Locate  information  to  be  included  in  the  project  policy  and 

procedures  handbook.   

Complatz  tkt  plvtzAt  on  tht 
fallowing  page. 
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Module  2  7,3 
Lesson  7 

Lesson  7 --Project  Start -Up. 
Pretest  . 


VlAcction*  s   VlzoAt  take,  time,  to  ca/LC^uJUy  antuieJi  the.  multiple,  choice,  and 
tAae./ &aUe.  question*  glvzn  below.    Tok  the.  multiple,  choice,  question*  you 
one.  to  elude,  owe  co>vie.ct  ok  bc&t  antvoeA  (A,B,C  on.  V) ,  and  jio*  the.  tune, 
and  AaUe.  you  ate  to  Indicate,  tha.  conKtct  KUpovuse,  with  the.  leXteA  F, 

Vlexue.  MXe.  the,  lout  &oua  digit*  o&  youK  SoqaaI  ScourUty  numbeA  on  the, 
lint  beZow  -to  thai  the.  page*  can  be,  Identified  In  the.  event  thsjy  become 
ttpaJiated  ■  '  .         '  * 


1.  What  phase  of  the  project  life  cycle  is  concerned  with  the  questions, 
problems  and  procedures  of  getting  the  project  underway? 

A.  Planning  • 

B.  Preparation 

C.  Organization 

D.  Operational  control 

2.  What  factor   usually  has  a  strong  impact  upon  the  successful,  initiation 
of  the  project? 

A.  Lack  of  necessary  computer  facilities 

B.  Time  interval  between  the  approval  .and  the  actual  start-up 
date  of  the  project 

C.  Inadequate  time  to  review  the  project  proposal 

D.  Lack  of  competent  research  staff 

3.  What  is  the  major  task  of  the  project  manager  in  project  start-up? 

A.  Recruitment  and  employment  of  project  personnel 

B.  Preparing  the  project  budget 

C.  Improving  project  operations  by  establishing  an  information 
system 

D.  Orientation  of  project  staff 

4.  How  is  project  equipment  and  materials  categorized? 

A.  Listing  characteristics 

B.  Specifying  date  needed 

C.  Specifying  date  needed  and  place  of  assignment 

D.  Listing  characteristics  and  specifying  date  needed  and  place  of 
assignment 
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Lesson  7 

5.  At  what  time  in  the  project  life  cycle  should  the  project  policy 
and  procedures  handbook  be  developed? 

A.  When  the  derision  to  write  the  project  proposal  is  made 

B.  Upon  completion  of  project  definition 

C.  During  the  project  start-up  phase 

D.  When  the  project  is  funded 

n  ' 

6.  What  is  the  main  purpose  of  a  policy  and  procedures  handbook? 

A.  To  facilitate  the  project  manager's  decision -making  during 
project  operations 

B.  To  inform  project  staff  about  budgetary  procedures 

C.  To  inprove  project  operations  and  staff  morale 

D.  To  provide  more  information  about  future  activities  of  the  project 

7.  Who  should  be  involved  in  the  development  of  the  project  policy 
and  procedures  handbook? 

A.  Only  senior  project  staff 

B.  Project  director  and  selected  project  staff 

C.  All  project  staff 

D.  Project  director  with  aid  of  consultants  ' 

8.  Who  should  receive  copies  of  the  policy  and  procedures  handbook? 

A.  All  senior  project  staff 

B.  All  project  staff  • 

C.  Project  director  and  funding  agency 

D.  Project  director  and  selected  project  staff 


Indicate-  uokeXkeA  the  UatemtnU  luted  beZou)  cme  Vuxe  on.  ^aUe.  by  uniting 
a  T  on.  V  on  the  tine. 

9.   Little  or  no    lead  time  may  result  in  the  late  start 

of  a  project  because  of  the  lack  of  necessary  personnel. 

10.   Once  the  project  proposal  is  completed,  it  is  seldom  revised 

11.   Contract  negotiations  will  dictate  all  of  the  operational 

guidelines  of  the  project. 

12.   Most  all  project  supervisory  staff  should  be  given  the  authority 

to  review  project  plane  and  take  necessary  actions. 

13.   All  proj ect  parsonnel  need  to  be  given  a. perspective  of  the 

total  project  \ 
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Lesson  7 


7.  4a 


14. 


15. 


Staff  orientation  activities  must  be  designed  to  secure  co- 
"bperation  from  participating  functional  departments  within  the 
school  district. 

Project  policy  and  procedures  handbook  should  be  revised  and 
Icept  current  as  the  project  moves  through  the  operational  phase, 


Tusw  thz  page,  and  ckzck  yovJi  OMAWVUt* 
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7.5 


Lesson.  7- -Project  Start-Up 
Directions  Following  Lesson  Pretest 


QiwctionA :   The  connect  amvooM  to  Luton  7  pneteht  oJiz  Itited  down 
the  night  mangin.    The  leit  column  U  Ion  the  iiMt  page,  the  flight 
column  i&  ion  the  second.    Check  youn  connect  net>pon*e*. 


Visitation*  :    Itf  you.  anbuiened  ttieJvi  ok  let*, 
question*  connectly,  you.  nave  not  acceptably 
demonbtnated  knowledge  o{,  pnoject  &tant-up 
and  should  nead  the  l&Ahan  abttxact  and  con- 
tent outline  beginning  on  page  7.6.  Than 
begin  the  tape-&lid'e  pnei  entation  by  tuAning 
to  the  in6tnuction&  on  page  7.S. 

Vinection*:    1$  yoa  an&wened  thinteen  ok 
mone  oueAtion*  conAectlut  you  haw. 
acceptably  demon&tnated  knowledge  o$  project 
ttant-up  and  should  nead  the  let  ton  abttnact 
and  content  outline  on  page  7.6.    Then  ii 
yoa  define  to  tkip  thz  tape-tlUe  pnetentation, 
■  yoa  may  do  to  by  pKoceeding  dinectly  to  the 
practice  eKencite  on  page  7.14,     Itf  you  do 
detine  to  view  the  tape-t'lide  pnetentation, 
Win  to  the  inttnuctiont  on  page  7.8. 


Multiple  Choice 

o 

1.  B 

2.  B 

3.  A 

4.  D 

5.  G 

6.  C 

7.  C 

8.  B 

True/False 

9.  T 

10.  F 

11.  F 

12.  F 

13.  T 

14.  T  . 


15.  T 


Module  2 

Lesson  7  %  7.6 

Lesson  7- -Project  Start-Up 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Project  start-up  focuses  upon  the  activities  involved  in  preparing 
to  put  a  project  into  operation.   A  project  start-up  plan  should  be 
developed.    It  should  cover  proposal  and  contract  review,  project  manager 
appointment,  personnel  recruitment,  equipment  and  material  acquisition, 
space  and  facilities  acquisition,  and  project  handbook  development.  Care- 
ful  planning  and  preparation  at  this  stage  *  i  prevent  many  problems  and 

« 

delays  in  project  operations. 
CONTENT  OUTLINE 

A.  Project  preparation  focuses  upon  activities  necessary  to  get  the 
project  underway  once  it  is  funded. 

B.  The  two  basic  tasks  involved  in  project  preparation  are: 

1.  Preparing  to  put  the  project  into  operation- -covered  in  this 

lessor... 

2.  Developing  the  project  information  system- -covered  in  Lesson  8. 

C.  A  plan  for  project  start-up  should  be  developed. 

1.  The  plan  should  cover  proposal  and  contract  review,  project 
manager  appointment,  personnel  recruitment,  equipment  and 
materials  acquisition,  space  and  facilities  acquisition,  and 
project  handbook  development. 

2.  The  ability  to  implement  the  plan  is  affected  by  the  lead 

time  available  between  the  approval  date  and  project  start  date. 

D.  Proposal  and  contract  review  often  results  in  changes  in  areas  of 
performance,  objectives,  schedule,  budget  manpower  requirements, 
and  performance  specifications. 

E.  A  project  director  should  be  identified  and  appointed  early.  He 
must  be  given  the  authority  and  responsibility  to  get  the  project 
underway. 
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p.   Personnel  recruitment  should  be  planned. 

1.  Personnel  requirements  should  be  listed. 

2.  Personnel  should  be  recruited  from  inside  and  outside  the 
school  district. 

3.  The  project  staff  and  district  should  be  oriented  to  the  project. 

4.  It  may  be  necessary  to  conduct  needed  staff  training. 

G.  Equipment  and  materials  acquisition  should  be  planned. 

1.  Equipment  includes  direct  items  necessary  to  project  operations 
but  not  normally  consummable. 

2.  Materials  are  direct  cost  items  but  usually  viewed  as  consumable. 

H.  Space  and  facilities  acquisition  should  be  planned. 

1.  It  is  important  to  have  an  adequate  and  pleasant  work  space. 

2.  Desks,  typewriters,  storage  cabinets,  and  related  items  to  be 
secured  should  be  identified.  - 

I.  A  project  handbook  should  be  developed. 

1.  It  should  contain  general  procedures  and  policies  for  project 
staff  guidance. ' 

2.  It  should  be  distributed  to  each  staff  member. 
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Lesson  7- -Project  Start-Up 

it1  # 

Instructions 


1.  Set  up  #te  Keconden,  pfwjectoi,  and  scieen. 

2.  P£ace  -tfie  cajiousel  6ti.de.  tM.y  onto  the  piwjectoK  and  advance,  the. 
tojxy  to  the.  staAt  o^Kasic  Pnlnclples  and  Techniques  oi  PA.oje.ct 
Ihanaqement-- lesson  1,  Pioject  StaAA-Up." 

3. .  Place,  the  cassette  tape  ioti  thUs  lesson  Into  the  KecoKdeK  and 
Jieuitnd  to  the  rewind  stop. 

4.    Stoit  the  KecoKdeJi  and  advance  the  s tides  tilth  the  "change  tone." 
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Lesson  7- -Project  Start -Up 
Lesson  Text 


\ 


\ 


Introduction 

The  first  phase  in  the  life  cycle  of  a  project  is  that  of  planning.  The 
developed  project  definition,  work  flow,  tine  estimates,  resource  schedule,  and 
budget  are  combined  to  form  a  project  Elan.    If  properly  prepared,  the  plan  wil^ 
receive  a  favorable  review  and  the  project  will  be  approved  and  fuided.  fliis 
approval,  which  may  come  in  the  form  of  a  letter,  phone  call  or  telegram,  signals 
the  second  phase  in  the  project  life  cycle- -the  project  preparation  phase.  This 
phase  is  concerned  with  the  questions,  problems  and  procedures  of  getting  the 
project  underway. 

The  preparation  phase  can  be  divided  into  two  major  tasks - -gearing-up  for 
project  operations  and  establishing  a  project  information  system.  This  lesson 
is  concerned  with  the  first  of  these  two  tasks  and  Lesson  8  with  the  second. 

The  preparations  undertaken  in  the  time  interval  between  the  approval  and 
the  actual  start-i?)  date  of  the  project  have  a  strong  impact  upon  the  success 
of  the  initiation  of  the  project.   Poor  preparation  may  result  in  the  project 
being  initiated  before  competent  personnel  have  been  secured  or  delayed  because 
of  the  lack  of  necessary  personnel.   Either  of  these  conditions  may  have  ^ 
negative  effects'  upon  the  entire  life  of  the  project. 

Project  Preparation  Activities 

In  order  to  insure  a  smooth  start-up,  a  project  preparation,  plan  should  be 
developed.    The  lead  tine  for  developing  and  carrying  out  a  preparation  plan  may 
vary  from  only  a  few  days  to  several  months. 

Some  of  the  major  preparation  activities  that  must  be  included  in  the 
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plan  are:   appoint  a  project  manager,  review  the  proposal  and  contract,  enploy 
personnel,  acquire  equipment  and  materials,  and  obtain  space  and  facilities* 
These  activities  are  discussed  below. 

i 

Project  Manager  .Appointment.-  If  not  done  as  part  of  the  planning  phase,  the 
identification  and  selection  of  the  project  director  or  manager  is  the  first 
task  to  be  accomplished  in  this  phase.    Ideally,  the  individual  who  directed 
the  project  planning  activity  should  be  maintained  to  manage  project  operations. 
As  noted  before,  this  individual  is  critical  to  the  success  of  the  project.  Chce 
appointed,  the  project  director  or  manager  should  be  given  almost  ccnplete 
authority  to  negotiate,  make  recommendations,  review  project  plans  and  contracts, 
and  take  whatever  actions  are  necessary  to  get  the  project  underway. 

Proposal/Contract  Review.-  The  project  plan,  while  well  done,  may  best  be 
considered  as  an  ideal  or  initial  plan,  which  may  have  to  be  adjusted  to  fit 
a  variety  of  situations  and  circumstances.    Oie  of  the  first  tasks  is  to  review 
possible  changes  that  must  be  made  to  the  original  proposal  as  submitted  as  a 
result  of  conflicts  with  the  contract  actually  negotiated.    Such  adjustments  are 
often  settled  in  an  activity  referred  to  as  "contract  negotiation."  Ihe 
negotiation  results  in  a  contractual  arrnagement  which  may  dictate  changes  in 
the  operation  of  the  project.    Changes  in  the  plan  may  occur  in  several  places. 
Among  the  most  common  are:    objectives,  schedule,  budget,  manpower  requirements 
and  performance  specifications . 

Personnel  Enployirent.-  In  order  to  insure  meeting  the  project  needs  that  were 
described  in  the  resource  allocation  steps  of  the  planning  process ,  a  careful 
listing  of  required  personnel  should  be  prepared,  including  the  following 
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minimum  information:    duties  and  responsibilities,  skill  level,  education  and 
experience,  date  needed,  duration  of  employment,  proposed  salary,  and  benefits. 
Certain  personnel  may  have  already  been  assigned  to  the  project  by  their  being 
listed  in  the  project  budget  by  name,  title,  and  duties.   Persons  with  desired 
competencies  may  have  to.be  located  within  the  functional  departments  of  the 
school  district  or  recruited  from  outside. 

In  addition,  plans  should  be  developed  for  the  orientation  and  training  of 
staff  personnel  so  that  they  can  begin  functioning  almost  immediately  on  project 
tasks.   Project  personnel  need  to  be  given  a  perspective  on  the  total  project 
and  their  contributions  to  it.   Orientation  activities  can  be  designed  to  provide 
visibility  to  the  project  and  to  secure  cooperation-  from  those  functional  depart- 
ments within  the  district  that  will  be  participating  in  the  project*  District- 
wide  communication  regarding  a  new  project  is  essential  and  can  be  handled  by 
special  briefing  sessions,  newsletters,  reports,  formal  announcements  and  news 
releases.    Such  details  as  the  project's  mailing  address  and  telephone  number 
should  be  disseminated  to  all  functional  departments  within  the  school  and  to 
those  external  agencies  that  might  become  involved  with  the  work  or  results  of 
the  project. 

Equipment  and  Materials  Acquisition.  -  The  equipment  and  materials  acquisition 
part  of  the  preparation  plan  should  be  developed  in  a  manner  similar  to  that  for 
personnel.   Equipment  and  materials  should  be  listed  in  terms  of  their  character- 
istics, date  needed,  and  place  of  assignment.    In  order  to  insure  orderly  and 
timely  acquisition  of  equipment  and  materials,  planning  prior  to  their  utili- 
ation  is  mandatory. 
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Space  and  Facilities  Location.-  Obtaining  space  and  facilities  for  the  project 
involves  securing  work  and  storage  space,  as  well  as  desks,  typewriters,  file 
cabinets,  and  items  of  a  similar  nature.   Sufficient  space  should  be  acquired 
so  that  project  personnel  can  work  closely  together  and  yet  have  an  adequate 
work  climate  and  an  atmosphere  conducive  to  effective  and  efficient  project 
operations.  *  Project  space  should  be  adequate  to  house  both  inmediate  and 
future  staff  and  to  store  project  equipment  and  materials . 

Project  Handbook.  -  Staff  operations  and  communications  can  be  facilitated 
during  both  the  preparation  and  operations  phases  if  a  project  handbook  is 
developed  as  part  of  the  preparation  activities.   Development  of  the  handbook 
should  involve  the  project  staff  in  order  to  secure  their  support,  keep  them 
informed,  enable  them  to  better  see  their  role  in  the  project  and  assume  respon- 
sibility for  that  role.    If  the  project  handbook  is  kept  in  loose  leaf  form, 
it  can  be  modified  with  ease  as  the  project  develops. 

Although  no  standard  format  exists,  a  project  handbook  should  generally 
cover  such  items  as  project  environment  or  setting,  general  project  information, 
organizational  chart,  reporting  formats  and  frequency,  staff  meeting  schedules, 
purchase  order  procedures  and  other  logistics,  schedules,  contract,  communication 
flow,  evaluation  procedures,  and  training  and  travel  information.    Copies  of 
the  project  handbook  should  be  distributed  to  all  members  of  the  project  staff. 
It  should  be  revised  and  kept  current  as  the  project  moves  through  the  operations 
phase. 
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Smunary 

The  development  and  implementation  of  a  project  preparation  plan  will 
assist  greatly  in  getting  a  project  off  to  a  good  start.   The  major  activities 
involved  in  project  preparation,  or  ustart-i|>",  are:   appointing  a  project 
manager,,  reviewing  the  project  proposal  and  contract,  employing  personnel, 
acquiring  equipment  and  materials,  and  locating  and  obtaining  space  and 
facilities.   The  early  accomplishment  of  these  activities  will  greatly  increase 
the  likelihood  of  having  a  successful  project. 


Tumi  tkt  page,  and  H&ad  the.  dVmctlonA 
{ok  BxinoAAe,  A 
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Lesson  7 --Project  Start -Up 


General  Setting  for  Exercise  A 


Setting 


Jonesville  School  District  has  received  word  that  their  proposed 

# 

individualized  reading  project  has  been  funded.    Assume  that  you  have 
been  appointed  project  manager.    You  are  preparing  for  contract  nego-  : 
tiation  and  the  start-up  of  the  project.    The  superintendent  has  asked 
that  you  review  the  proposal  and  anticipate  what  aspects  of  it  may  need 
revision.  . 


VlMLctionA:  Read  the.  pn.oje.ct  pnopot>cdL  on  page*  7.15  4to.ou.gh.  7.21 
b&hoKe.  imiwoAing  the.  question*  beginning  on  page.  7.22. 
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Lesson  7- -Project  Start -Up 
Proposal  for  Kxercise  A 

JONESVILLE  SCHOOL  DISfRICT 
Jonesville,  Piedmont 

DEPARTMENT  OF  CURRICULUM  AND  RESEARCH 

ESEA  Title  I- -Individualized  Reading  Proposal 

1970-1971 

SUBSECT ION  I I - - PROGRAM  ACTIVITIES 

/ 

This  ESEA  proposal  is  concerned  with  the  establishment  of  an  Indi- 
vidualized Reading  Laboratory  to  meet  the  special  education  needs  of  edu- 
cationally deprived  children  from  grade  three  through  six  in  the  follow- 
ing elementary  schools. 

Melrose     Hudson     Linden     Armstrong  Washington 

The  primary  concern  of  this  proposal  is  with  children  who  suffer 
from  a  dual  disadvantage:    Academic  and  Fiscal. 

It  is  this  proposal's  intent  to  improve  the  learning  climate  for 
these  children  in  a  rapid  effective  manner.    A  secondary  purpose  of  this 
proposal  is  to  train  teachers  and  aides  who  have  little  or  no  experience 
in  Individualized  Reading. 

Brief  Description: 

Reading  classes  will  serve  children  in  grades  three,  four,  five, 
and  six.    Children  in  small  groups  (10-14)  will  receive  individual  ins true 
tion  in  a  laboratory -type  setting.    After  identification  of  the  child's 
weakness  through  the  utilization  of  diagnostic  instruments,  the  teachers 
will  develop  an  individualized  prescription  from  a  wide  variety  of  learn- 
ing materials  to  overcome  his  educational  weakness  in  the  area  of  reading. 

Those  children  evidencing  the  most  severe  deficiencies  in  reading 
will  be  transported  to  the  "Barrier  Analysis  Centers"  for  intensive  diag- 
nosis.   Upon  completion  of  the  diagnostic  process,  individual  remedial 
prescription  will  accompany  each  child  as  they  return  to  the  home  school 
Reading  Laboratory. 

1. 1  SUBJECT  TO  BE  TAUGHr: 

1.2  GRADE  LEVELS: 

3rd- -125  pupils 
4th- -125  pupils 


Individualized  Reading 


5th- -50  pupils 
6th- -50  pupils 


Total- -350  pupils 
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1.3  PARTICULAR  NEEDS: 

1.3.1  Each  of  the  listed  schools  are  recommended  for  inclusion  in  the 
j,    activity,  and  to  provide  adequate  space. 

1.3.2  Each  school  contains  children  who  have  frustrations  towards. school, 
lack  of  interest  and  development  of  se^f- responsibility. 

1.3.3  Individualized  assistance  in  the  us£  of  materials  both  A-V  and 
regular. 

1.3.4  Special  help  on  a  small  group  or  individual  basis,  in  the  area  of 
verbal  skills  and  usage. 

1.3.5  Supportive  services  from  an  adult  other  than  the  classroom  teacher 
in  times  of  emotional  crisis. 

1.3.6  Supportive  services  from  a  non-professional  in  the  area  of  home- 
school  relations. 

1.4  OBJECTIVES:  "  ^ 

1.4.1  To  produce  students  who  demonstrate  willingness  to  participate  in 
the  identification  of  their  own  "barriers  to  learning." 

1.4.2  To  produce  students  who  demonstrate  the  ability  to  locate  from  a 
well-organized  collection  of  materials,  those  learning  materials 
which  they  need  for  their  own  learning  activities  in  the  corrective 
reading  program. 

1.4.3  To  produce  students  who  are  highly  stimulated  to  "go  ahead  on 
their  own"  whenever  possible. 

1.4.4  To  produce  students  who  know  when  they  need  help  and  to  ask  for 
help  when  they  need  it. 

1.4*5    To  produce  students  who  are  able  to  analyze 'their  own  work  to  the 
small  extent  needed  to  decide  whether  they  have  mastered  a  single 
behavioral  skill  in  reading,  and  when  they  are  ready  for  a  test 
on  that  skill. 

1.4.6  To  produce  students  who  are  developing  a  growing  sense  of  accom- 
plishment and  positive  sel f- con cent . 

1.4.7  To  produce  students  who  can  relate  their  enjoyment  in  reading  to 
their  need  to  attain  mastery  of  certain  fundamental  reading  skills. 

1.4.8  To  produce  students  who  have  changed  from  disinterested  non-readers 
to  those  who  take  pride  in  their  growing  ability  to  read  and  to 
enjoy  reading  and  discussion. 
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1.5       METHODS,  PROCEDURES,  AND  ORGANIZATION: 

1.5.1  Individualized  materials  used  are  those  that  are  keyed  to  specific 
behavioral  reading  skills ;  stated  in  a  way  that  the  students ,  as 
well  as  the  teacher  and  teacher  aides,  can  understand  the  objec- 
tives to  which  tne  materials  are  keyed.    The  Oak  Leaf  list  of 
behavioral  skills  will  be  the  basis  for  the  program. 

1.5.2  Each  student  will  be  given  on  a  daily  basis,  an  individually  pre- 
scribed lesson  plan,  together  with  feedback  information  on  how 
well  he  succeeded  in  his  previous  day's  work.'  This  plan  is  pre- 
pared by  the  teacher,  but  with  involvement  of  the  aide  and  the 
student. 

1.5.3  Sufficient  help,  in  the  form  of  instructional  aides  for  the  teacher 
will  give  each  student  the  attention  necessary  for  him  to  learn  to 
participate  in  his  own  "learning  barrier  analysis".    Such  instruc- 
tional help  will  be  provided  by  teachers  and  aides,  who  have 
received  intensive  training  and  practice  in  guiding  students  to 
accept  more  self-responsibility  in  their  planning  and  in  their 
daily  work.    (The  Jonesville  Schools  already  have  a  cadre  of 
teachers  and  aides  who  are  so  prepared.) 

1.5.4  A  "reading  materials  center"  will  be  organized  in  which  the  pro- 
grammed materials  are  arranged  so  that  students  can  learn  to  carry 
out  their  "prescript ion"  for  the  day's  work. 

1  5  5   A  daily  progress  record,  in  terms  of  behavioral  skills  mastered, 
will  be  kept  for  each  student.    This  record  is  to  be  reviewed  and 
up-dated  each  day  by  the  instructional  aide,  so  that  it  is  readily 
available  as  a  basis  for  the  teacher  in  preparing  the  new  pre- 
scription for  each  child. 

1.5.6  Pre  and  post-tests,  which  are  keyed  to  the  specific  behavioral 
skills  above  mentioned,  are  provided.    The  pretest  will  help  iden- 
tify the  specific  needs  of  each  child  before  he  embarks  on  a  new 
skill  unit.    The  post-test  will  be  given  at  an  appropriate  time 
to  demonstrate  the  individual  student's  mastery  of  that  skill. 
The  teacher  and  aide  will  involve  the  student  in  the  analysis  of 
his  own  pre  and  post -tests. 

1.5.7  A  "behavioral  journal"  will  be-  maintained  on  each  student.  This 
journal,  to  be' maintained  by  the  teacher  with  the  help  of  the 
instructional  aide,  will  identify  each  student's  attit.udinal  and 
study  patterns.     It  will  be  used  extensively  in  arriving  at  the 
regular  report  card  "grade." 

1.5.8  These  corrective  reading  procedures  will  be  used  to  supplement 
and  reinforce  the  regular  class  reading  program  for  the  identified 
students. 
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1.6  STAFF:. 

1.6.1  Each  school  will  need  a  full  time  reading  teacher  to  facilitate 
the  reading  laboratory. 

1.6.2  There  will  be  a  need  for  an  instructional  aide  in.  each  of  the  Read- 
ing Centers  to  work  with  the  teacher  in  identifying  individual 
student  needs  and  in  providing  the  clerical  and  instructional  sup- 
port needed  to  provide  the  daily  feedback  information  necessary  for 
each  student  to  enable  the  program  in  corrective  reading  to  succeed. 
The  aide  will  be  necessary  in  each  classroom  to  provide  the  time  and 
energy  for  frequent  contact  with  each  child.    The  aide  will  help 
each  student  to  learn  to  organize  and  proceed  in  each  step  of  the 
program,,  without  regard  to  what  other  children  may  be  doing,  i 

1.6.3  An  itinerant  reading  supervisor  will  work  with  teachers.  \ 

■  \ 

d.7       MEASUREMENT  TOOLS/TECHNIQUES  AND  EVALUATION  DESIGN  \ 

1^.1    The  Stanford  Achievement  Test  (primary  and  intermediate)  will  be 
,  given  at  the  beginning  and  at  the  end  of  the  program. 

1.7.2  ^^Fne  Slosson  Oral  Reading  Test  —  Slosson  Educational  Publications,' 

East  Aurora,  New  York. 

1.7.3  The  Sullivan  Associates  (Mcflraw  Hill  $  Co.)  placement  tests  will  be 
given  at  the  beginning  of  the  program  to  each  student.    From  this 
starting  point  individual  progress  records  will  be  maintained. 

1.7.4  The  New  Developmental  Reading  Tests --Bond,  Balowan  and  Hoyt. 

1.7.5  A  before  and  after  attitude  inventory  will  be  given  to  each  student. 
This  will  reflect  the  change  of  attitudes  that  are  identified  as 
some  of  the  listed  objectives  under  section  1.4,. 

1.7.6  All  individual  skill  mastery  records  will  be  kept  as  evidence  of 
the  units  completed. 

1.7.7  A  summary  of  each  teacher's  and  each  aide's  responses  in  the  student 
behavior  journal  (see  section  1.5)  will  be  reported. 

1.7.8  Responses  of  parents  to  a  checklist  of  observed  behavioral  changes 
in  their  children  will  be  reported. 

Part  2- -SUPPORTIVE  SERVICES- -I)NA 

Part  3--INSERVia;--PNA 

Part  4--PARENT  PART[CIPAT10N--I)NA 
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SUBSECTION  III- -DISSEMINATION 

The  Jonesville  School  District  views  dissemination  as  a  twofold 
affair.    First,  there  must  be  local  efforts  in  order  to  build  local  sup- 
port for  innovative  programs.    Secondly,  there  must  be  effort  beyond 
the  local  in  order  to  spread  information  of  successful  programs. 

Local  Dissemination:  '*  # 

.  ■  — —    —  v 

Periodic  news  stories  will  be  released  to  local  press  and  radio. 
An  attempt  will  be  made  to  place  several  feature  stories  about  the  pro- 
gram in  the  local  press  and  on  local  radio. 

Program  spokesmen  will  be  made  available  to  PTA  and  other  groups. 
We  will  actively  encourage  building  principlas  to  make  use  of  these 
spokesmen. 

Program  personnel  will  carry  out  some  dissemination  activities  with 
school  personnel  and  community  people  as  a  part  of  their  everyday  activi- 
ties and  other  work  done  by  these  personnel  and  community  people  as  a 
part  of  their  everyday  activities,.    All  work  done  by  these  personnel  will 
be  identified  as  federally  funded  under  ESEA  Title  I. 

The  School  District  will' prepare  and  distribute  a  brochure  on  the 
.  program. 

State  and  National  Dissemination: 

The  brochure  mentioned  under  local  dissemination  will  be  available 
for  wider  distribution.        .  x 

Program  and  other  personnel  will  be  available  for  work  at  state 
and  national  conferences.    They  will,  in  fact,  seek  out  the  opportunity 
to  appear  on  panels  at  such  conferences. 

SUBSECTION  IV- -.JUSTIFICATION 

Roles  of  Teacher  and  Learner: 

The  teacher's  major  role  is  clarifying  and  reiterating  general  and 
specific  expectations  for  the  learner.    He  addresses  himself  as  a  diag- 
nostician.   This  includes  the  defining,  delimiting,  correcting,  activa- 
ting, and  reinforcing  that  role. 

Role  of  Evaluation: 

1.    To  reach  the  individual  learner,  and  effectively  influence  his  par- 
ticipation in  the  activities  of  the  classroom,  requires  continuous 
pretest  data. 
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2.  There  is  also  need  for  techniques  to  "demonstrate"  what  they  have 
learned  at  some  time  after  the  bulk  of  learning  has  occurred.  This 
role  is  best.<served  by  giving  post- tests  of  behaviorally  defined 
educational  goals. 

3.  Screening  and  placement  functions  must  be  served  by  specific  place- 
ment tests. 


To  direct  the  learner  to  make  appropriate  sequences  of  choices 
through  a  programmed  course  of  experiences  requires: 

1.  The  teacher  to  have  information  concerning  student's  apparent  moti- 
vations, competencies,  and  concentration  of  attention,  on  things 

to  be  learned. 

2.  The  teacher  to  theorize  about  the  state  of  rapport  he  has  with 
student,  and  govern  himself  accordingly. 

3.  The  rationale  of  teaching  to  center  around  activities  and  games 
through  which  the  learner  is  invited  to  practice  desirable  per- 


4.    A  clear  understanding  by  teacher  and  student  of  the  complex  nature 
of  the  helping  relationship. 


4.  Continuous  testing  will  provide  feedback  data. 
Need  to  Develop  New  Strategies  of  Instruction: 


fopnance,. 
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BUDGET 


INSTRUCTIONAL  (200) 
213    5  Teachers 
218    5  Teacher  Aides 
222   Materials  $  Supplies 
224   Audio-Visual  Equipment 
TOTAL  INSTRUCTIONAL 


SALARIES     OTHERS      CONTRACTED  TOTAL 


$46*000 


15,000 


$13,369 
2,000 


$76,369' 


FIXED  CHARGES  (800) 

831  Retirement 

832  FICA 

834  Insurance 

TOTAL  FIXED  CHARGES 
TOTALS 


3,000 
3,000 
1,100. 


$61,000  $22,469 


$  7,100 


$83,469 


Tu.in  tka  paqe  and  begin  Ixhhcaaz  A. 
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Lesson  7--Project  Start-Up 
Exercise  A 

A.    Preliminary  Proposal  Review 

"  Vin.e.cJUont> :    %hJL<Lhly  dzAVuhd  what  kind  oi  KavAAion  may  be  needed 
In  thz  bottoming  pnopobaJL  4>e.ctjLoni>. 


1 .    Ob j  ectives 


2.  Schedule 


3.  Budget 


4.    Manpower  requirements 


5.    Performance  specifications 


B.    Project  Manager  Appointment  , 

ViA&ctioHA:  Statz  the.  job  quaJU{llccuU.oiii>  ofi  tli<t.  pn.ojo.cJ:  manageA  cu> 
t>p2.cl{,i<Ld  In  the.  joto/ect  phjopo^al.  Hi  tliey  zxAAt). 


Job  Qualifications 
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C.    Personnel  Acquisition 


dviQ.cjU.0YKi  i  Locate,  and  &pe.cU4y  the.  job  duties  and  quaJU6ication6 
oft  the.  "tzadieA  [tnttAucttenal)  atdo."  a6  ducrubzd  in  the,..pfiojzot 
piopo&al.   


Position  Title:    Teacher  (Instructional)  Aide 
1.    Principal  Duties 

a.    Help  the  teacher  prepare  a  daily,  individually  prescribed 

lesson  plan  for  each  student  (paragraph  1.5.2). 

b. 


c. 


d. 


e. 


f. 


2.  Qualifications 
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D.    Orientation  and  Communication 


VlAectionb:    IdewtLAy  the  media  oh.  communication  jotoceaa  and  g.men.aZ 
content  to  be  pnehekted  ion.  local,  diA&mtnation  ca>  ipeci.^ied  in  the 
(insemination  bectton  oi  the  pn.bpo&aJt.  ^ 


1.    Media  or  Communications  Process 
a. 


b. 


c. 


d. 


e.  

2.    Content  to  be  Presented 


B.    Equipment  and  Materials 


VtAe.cZi.oni> :  Tim  pKopo&aJE  budget  l<utb  aucUo-vi&uaZ  ^quipmnt.  What 
ojkl  the.  gtneAaZ  6pzcA.^(LCLtlon6.,  data  nt&d&d,  and  place,  oft  at>6giwwvit 
oft  thti>  zqiUpmnivt? 


General  Specifications: 


Date  Needed: 


Place  of  Assignment: 
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F.    Space  and  facilities  Acquisition 


Vlne.ctlon6:    The.  piopo&al  fitieM  to  a  "leading  matexUU  ctnteA 
(poMLgMLpk  1.5.4).    &Uz6ly  deACAlbe.  the.  activity  to  be  plowed 
tlxeJie.  and  6  tote,  the.  &pejclilcatlon6  &o>i  the.  6  pace  and  6a<uZUxeA> 
needed.  '   .  


Activity  Description: 


Space  and  Facilities  Specifications: 


G.    Project  Procedures  Handbook 


ViAe-ctlon* :    Check  thote.  item  tUUd  below  io*.  which  additional 
Inhumation  otheji  than  tixat  contained  In  the.  ptiopo&al  U  weeded  A,n 
oh.dex  to  vonUe.  the.  pn.oje.ct:  policy  and  ph.oce.divieA  handbook.  


1.  Project  Environment 

2.  General  Project  Information 

3.  Organizational  Chart 

4.  Report  Formats  and  Frequency 

5.  Purchase  Order  Procedures 

6.  Schedules 

7.  Contract 

8.  Communication  Flow 

9.  Evaluation 

10.  Training  of  Project  Personnel 

11.  Travel 


*3 


Tuah  t/ie  page,  and  c/iecfc  ijouA  MoK.k. 
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Lesson  7- -Project  Start-Up 
Exercise  A- -Solution  _ 


ViA&etiont,:    The,  avu>wzn^t$  the,  questions  in  ExesiciAe.  A  appeal  be£ow. 
Head  the.  anAvoeM  and  checfe  youl  wonk.    Voua  anbweAA  nted  only  apptwii- 
nKite  those  pKovidzd  below  f  


A.    Proposal -Contract' Review  * 

1.  Objectives   Need  to  bpitijij  and/ oft,  d&Aine.  peAfo  finance.  cAiteAia. 

2.  Schedule  Mo  &che.dule. '  u  yfitAente.d.  Meed  to  create  an  aativitu  oft 
-taa fe  -tune  AcnedaCe.  __  


3.  Budget   Buctoat  ^QAmat  u  jjnyfiopeA.    Need  «to  fieuise.  accofidinQ  to 
AtandaAd  budget  AoAmat  pAeAe.nte.d  in  the.  pAzviouA  lesson.  ;  •  ■ 

4.  Manpower  Requirements   The*/  <ue  identi^izd  in  th<i  budget.  The// 
should  also  be,  apeex^-ted  ^cn  numbeA  along  with,  the,  tasks  oft  activities 
then  will  peAfonm.  ,  

5.  Performance  Specifications  Nune.  denned.  Need  to  spicito  them  in 
tke  ptw.je.ejt  objective* .  _  ____  _ 

B.    Project  Manager  Appointment 

Job  Qualifications    None,  given.    The.if  should  be  included  in  

tke   pfwposat.   \  


C.    Personnel  Acquisition 

Position  Title:    Teacher  (Instructional)  Aide 

» 

1.    Principal  Duties 

a.  Help  the  teacher  prepare  a  daily,  individually  prescribed  lesson 
plan  for  each  student.  (1.5.2) 
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b.  Give.  each  student  the  attention  necessary  jor  him  to  learn  to 
participate,  in  kis  am  "le.anyu.ng  barrier  analysis".  (1.5.3)  

c.  Keep  a  dally  progress  record  in  terms  ofa  behavioral  skills 
maAttne.il  {or  each  student.  (1.5.5)  

d.  Help  the.  teacher  and  btu.de.nt  in  the.  analysis  ofi  student  pre 
and  post  tests.  (1.5.6)  

e.  Help  tlie  teacher  maintain  a  "behavioral  journal"  on  each  

student.  (1.5.7)  


£.     Help  the.  te.ach.eA  in  identifying  individual  student  needs.  (1.6.2) 

g.     Provide  the  clerical  and  instructional  suppont  ne.eded  to   

supply  the,  daily  feedback  information necessary  jor  each  student. 
(1.6.2)  ;  

2.  Qualifications 

Completed  intensive  training  and  practice,  in  guiding  student*  to 
accept  self- responsibility  in  their  planning  and  daily  work*  

D.    Orientation  and  Communication 

1.    Media  or  Communication  Process  *t, 

a.  radio  

b.  pre/iS  


c.  speaking  engagements 

d.  everyday  contracts 
c.    program  brochure. 

2.    Content  to  be  Presented 
Hot  Specified.  
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E.  Equipment  and  Materials 

General  Specifications:  ku&io-vikwoJL  equipment,  but  it  i&  not  6peci{\ied 

6u{i{iici£ntlv. 

Date  Needed:    Not  specified  ;  

Place  of  Assignment:    Not  6peci{)ied  

F.  Space  and  Facilities  Acquisition 

Activity  Description:  Student*  (Vie  to  coJOiy  out  thoAJi," pti&boAiption"  jvK 

tkz  dcufU  wonk.    FuAtheA  i>  pacification  ii>  needed.  ' 

Space  and  Facilities  Specifications:  Skould  be  Icuigz  enough,  to  noa6e  tkz 
pHjognximmzd  matzHiati  and  6tud&ntt>.    VunthoJi  ipec-ijfc' cation  i*>  needed. 

Cu    Project  Procedures  Handbook  [comment*  added  foh.  clarification) 

X     I.  Project  Environment  -  l6  thene  a  project  office?    What  Apace. 
u)>M  be  provided  fon.  the  " heading  matehlMA  centei"? 

 2.  General  Project  Tnformntion  -  Subjection  IT 

X     3.  Organizational  Chart  -  Not  presented  in  the.  phjopobal. 

X     4.  Report  Formats  and  Frequency  -  Not  6peci.^ied  in  the  phapobal. 

X     5.  Purchase  Order  Procedures  -  Kh.e  theij  di.f^rn.ent.  fnom  the 
JiegulaA  school  phocedvJie&l 

X     6*.  vSchedules  -  Not  6pe<Ufied  in  the  psiopoAat. 

X     7.  Contract  -  Witt  follow  contract  negotiations  ♦  <J 

X     8.  Communieat ion  Flow  -  Not  Specified  in  the  )j<*iopo6a£. 

X     9.  Evaluation  •  No  evaluation  6tAatec{tj  6  pec  J  Hied  in  the  pxopo6aC. 

 10.  Training  of  Project  Personnel  -  Su.ppo6c.dCtj  none  i&  needed . (1 .5.3) 

X    ll.  Travel  -  Mentioned  but  not  Specified. 

Tutu  the  paac  and  piocee.d. 
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Lesson  7- -Project  Start-Up 
Directions  and  Choices  Following  the  Practice  Kxercisc 


QOie&UbjM  t  Bated  upon  the.  telh- evaluation  oh  ijooa  peAfiotunarice.  on  the. 
oxeJicl&e  you.  have.  zXxkvix 

A.  acceptably  batUhled  tlie  objective*  oh  the.  le*fon  and  should 
novo  tusin  to  th<L  pot>t-te*t  bound  on  page  7.30.  •' 

Additional  example  on  project  &  taut- up  axe  hound  on  page* 
7.32  to  7.33.    Re^CAjencei  ion  additional  Heading  axe  tUted 
on  page  7.34. 

B.  ■  not  i>ati*  filed  the  objective.!),  and  bhoild  4  elect  one  ok  motie 
■  ofi  the  hollowing  coux*e*  oh  action. 

J.    Study  the  additional,  example*  beginning  on  page  7.32, 
and  then  Keitionh  cx.eh.clAc  A.  on  page  7.22. 

2.  Read  page*  225  to  227  oh  Educational  Project  Management 
by  Ve*mond  L.i  Cook,  and  tiien  KewoMi  exen.cl*e  A  on  page 

.  7".  22.  i 

l 

3.  Reive exeAci*e  A  on  page  7.22. 

i 

4.  Vltiv  the  blltfe-tapc  pne*entation-,  lni>tn.uction*  ah.e  on 
page    7.S.    /U.te/t  the.  pibbentatlon,  tiewotik  exeictie  A 

on  page  7.22.\ 

\ 
\ 

5.  Read  the  le*i>on  noAKative  beginning  on  page  7.9  and 
then  newonk  exeAcl*e  A  on  page  7.22. 
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Lesson  7 --Project' Start-Up 

Post-Test 


VUzction* :    P£e<we  take,  time,  to  caAz&uUy  mwvi  the.  muUtpU  choice, 
and  tHxtliaUi  quLtetLoM  given  below.    Fo*  the.  mMvple. WMUon& 
%u  ™i  to  e^cle  one  comzct  ok  but  on^eA  (A,B,G  o/i  V)  and  loK*ht  tout 
and  haJUa  you  axe.  W~indlcate.  the,  conxtU  KUponAe.  mXh  tU  UtteA.  T  ok  f. 

Pluui  vvUte.  the.  tut  iovJi  digit*  oi  you*  Social  SzcaAUy  nmbeJi  on  the, 
line.  bzJUM  *o  thaTTKe.  page*  can  be.  identc^zd  am  the,  even*  the.y  become 
t>tpaKated_  • 


1.  What  is  the  major  task  of  the  project  manager  in  project  start-up? 

A.  Recruitment  and  employment  of  project  personnel 

B.  Preparing  the  project  budget  . 

C.  Improving  project  operations  by  establishing  an  information  system  , 

D.  Orientation  of  project  staff. 

2.  How  is  project  equipment  and  materials  categorized? 

A.  Listing  characteristics 

B.  Specifying  date  needed  . 

C.  Specifying  date  needed  and  place  of  assignment 

D.  Listing  characteristics  and  specifying  date  needed  and  place  of 
assignment 

3.  What  factor  usually  has  a  strong  impact  upon  the  successful  initiation 
of  the  project? 

A.  Lack  of  necessary  computer  facilities 

B.  Time  interval  between  the  approval  and  the  actual  start-up  date 
of  the  project  * 

C.  Inadequate  time  to  review  the  project  proposal 

D.  Lack  of  competent  research  staff 

4      What  phase  of  the  project  life  cycle  is  concerned  with  the  questions, 
problems  and  procedures  of  getting  the  project  underway? 

A.  Planning 

B.  Preparation 

C.  Organization 

D.  Operational  control 
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5.  Who  should  receive  copies  of  the  policy  and  proceduies  handbook? 

A.  All  senior  project  staff 

B.  All  project  staff 

C.  Project  director  and  funding  agency 

D.  Project  director  and  selected  project  staff 

6.  Who  should  be  involved  in  the  development  of  the  project  policy 
and  procedures  handbook? 

A.  Only  senior  project  staff 

B.  Project  director  and  selected  project  start 

C.  All  project  staff 

D.  Project  director  with  aid  of  consultants 

7 .  What  is  the  main  purpose  of  a  policy  and  procedures  handbook? 

A.  To  facilitate  the  project  manager's  decision-making  during  project 
operations 

B.  To  inform  project  staff  about  budgetary  procedures 

C.  To  improve  project  operations  and  staff  morale 

D.  To  provide  more  information  about  future  activities  of  the  project 

8.  At  what  time  in  the  project  life  cycle  should  the  project  policy 
and  procedures  handbook  be  developed? 

A.  When  the  decision  to  write  the  project  proposal  is  made 

B.  Upon  completion  of  project  definition 

C.  airing  the  project  start-up  phase 

D.  When  the  project  is  funded 


Indicate.  ukeXheA  the  &tcutw<int6  LUtzd  be£ow  o/ie  tKtxe.  ok  iaUe.  by  mating 
a.  T  on.  V  on  the,  luiz. 


.ERJC 


9.  Most  all  project  supervisory  staff  should  be  given  the  authority 

to  review  project  plans  and  take  necessary  actions. 

10.  Contract  negotiations  will  dictate  all  of  the  operational 
guidelines  of  the  project. 

11.   once  the  project  proposal  is  completed,  it  is  seldom  revised. 

12.  Little  or  no  lead  time  may  result  in  the  late  start  of  a  project 
because  of  the  lack  of  necessary  personnel. 

13.  Staff  orientation  activities  must  be  designed  to  secure  cooperation 
—    from  participating  functional  departments  within  the  school 

district. 
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id  Proiect  policy  and  procedures  handbook  should  be  revised  and 

'   ^1  Srren^teproject  n«ves  through  the  operational  phase. 

15.         All  project  personnel  need  to  be  given  a  perspective  of  the 
total  project. 

.  Tuak  tfuL  page  and  chick  youJi  G-viAweJiA  ♦ 


\ 
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Lesson  7- -Project  Start-Up 
Directions  and  Choices  Following  Lesson  Post-Test 


LVlKzctlonA  The  coKKect  ant>wefiA  to  Lu&on  7  po4t-te*t  a/Le  llAttd  down 
the.  Klght  maKgln.    Chick  youK  coKKzct  KeApontte.  


Direction*'.    lh  you.  an&wtKzd  twelve,  ok  leAA 
question*  coKKectly,  you.  nave,  not  acceptably 
demonAtKatzd  knowledge  oh  project  Ataxt-up  and 
should  Azlect  one  ok  moKe  oh  the  hotZowlng 
couK&eA  oh  action.  . 

1.  View  the  tilde- tape  pKeAzntation 
by  tunning  to  page  7.8    and  pKo- 
czecUng.    AhtzK  the.  pKzAentatlon 
twin  to  the  LzA6on  Quality  ContKol 
T-oKm  on  page  7.35. 

2.  .  Read  the  IzAAon  naKKotivz  beginning 

on  page  7.9,  and  then  tuJtn  to  the 
LeA&on  Quality  Control  VoKm  on 
page  7.35. 

3.  Read  page*  225-227  oh  Educational 
PKojzct  Management  by  VeAmond  L. 
Co ofe,  and  thin  tuXn  to  the  LeA6on 
Quality  ContKol  T-oKm  on  page  7.35. 

4.  Study  the  additional  example*  begin- 
ning on  page  7.32,  and  then  twin  to 
LeA6on  Quality  ContKol  T-oKm  on  page 
7.35. 

5.  RewoKk  the  leAAon  pobt-teAt,  and 
then  tuKn  to  the  LeA&on  QuaJUty 
ContKol  Tom  on  page  7.35. 


VlnectlonA ->    lh  you.  anAweAed  thlKtee.n  ok  moKe 
queAtlonA  coKKectly,  you  have  acceptably  demon- 
AtKated  knowledge  oh  pKoject  AtoKt-wp  and  should 
now  twin  to  the  LeAAon  Quality  ContKol  To  Km  on 
Pa9£  7.35*    Additional  example*  oh  pKoject  Atant-up 
aKe  hound  beginning  on  page  7.32. 
RehzKenceA  h0/l  additional  Keadlng  aKe  lifted  on 
page  7.  34. 


Ntiltiple 


1.  A 

2.  D 

3.  B 

4.  B 

5.  B 

6.  C 

7.  C 

8.  C 

True/False 

9.  F 

10.  F 

11.  F 

12.  T 

13.  T 

14.  T 

15.  T 
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Lesson  7- -Project  Start-Up 
.  Additional  Examples 

Example  A 

Project  X  in  Jonesville  Local  Schools  was  about  to  begin  a 
project  designed  to  change  the  attitude  of  students  and  staff  in  three 
buildings.    The  project  proposal  stated  that  "space  sufficient  to  house 
the  project  staff  and  required  facilities  and  equipment  will  be  rented 
in  a  local  business  office  building,"  since  space  was  not  available  in 
the  schools  to  house  the  project  staff  and  required  facilities  and 
equipment.    No  more  consideration  was  given  to  this  item  until  word  was 
received  that  the  project  was  funded  and  could  start  in  six  weeks.  At 
that  time,  the.  superintendent  did  not  begin  to  look  for  project  office 
space,  but  waited  until  two  weeks  for  the  scheduled  start  of  the  project. 
When  he  did  begin  to  look  for  office  space,  he  found  that  none  was 
available  until  the  end  of  the  next  month.    Consequently,  the  project 
begun  one  month  late  due  to  the  failure  to  initiate  project  start-up 
activities  early. 
Example  B 

Project  Y  in  Smithville  City  Schools  began  as  scheduled.    One  of 
the  early  project  work  units  required  the  assistance  of  a  consultant 
from  the  nearby  university.    No  attempt,  however,  was  made  to  ascertain 
his  availability  until  one  week  before  his  help  was  needed.  Unfortunately, 
the  professor  was  scheduled  to  be  out-of-town  the  week  he  was  needed  and 
heavily  booked  the  following  week.    Consequently,  project  operations  were 
held  up  for  two  weeks  while  waiting  for  his  services. 
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Example  C 

Project  Z  in  Orangeville  City  Schools  Was  nearing  completion  of 
its  first  year  of  operation.    In  order  to  receive  continuation  funds 
for  the  second  year,  the  funding  agency  was  requiring  evaluative  data 
regarding  pupil  achievement   according  to  the  project  objectives. 
Eight  months  after  the  start  of  the  project,  the  project  director  hired 
an  evaluation  specialist  to  design  the  necessary  evaluation  instruments. 
It  was  soon  discovered,  however,  that  it  was  impossible  for  the  evalua- 
tion specialist  to  design  instruments  to  measure  pupil  attainment  of 
the  project  objectives  since  the  project  objectives  were  written  without 
reference  to  any  performance  criteria  or  specifications.    For  example, 
one  objective  stated  that  the  project  would  "produce  students  who  are 
highly  stimulated  to  go  ahead  on  their  own  whenever  possible."  Con- 
sequently, the  project  staff  had  to  take  time  out  to  create  new  project 
objectives  that  included  performance  specifications  and  were  congruent 
with  the  activities  conducted  during  the  first  year  of  the  project. 
Then  they  had  to  hope  the  funding  agency  would  accept  their  "after  the 
fact"  changes. 
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Lesson  7- -Project  Start-Up 
Reading  References 

» 

Additional  knowledge  about  project  start-up  can  be  obtained  by 
reading  from  the  references'  cited  below. 

Archibald,  R.  D.  and  R.  L.  Villoria.    Network-Based  Management  Systems. 
'  New  York:   John  Wiley  and  Sons,  Inc.,  1967,  Chapter  8. 

Baumgartner,  J.  S.    Project  Management.    Homewoodj  111.:    Richard  D. 
Irwin,  Inc.,  1963,  Chapters  7  and  11. 
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Lesson  7— Project  Start -Up 
Lesson  Quality .Control  Form 


VlnectloM :    Plea&e  take  time,  to  caKcivXly  an&weA.  the.  tfouA  question*  given 
below,    yoot  antweM  Ml  provide,  valuablz  Inionmation  ion,  the.  n.e.vlilon  and 
improvement  orf  thU  letton.    Ve.cZ  b>ie.t  to  mite,  additional  comentA  ok 
recommendation*  on  the.  back  oh  thti  ionm.    Youh.  n.e*pon*eM  Ml  be  kept 
sVUctly  confidential.    Vlea*e  mite,  thz  ta&t  houA  digit*  o$  youK  Social 
Seciviity  numbeA  on  the  line  below  *o  that  the.  page*  can  be.  Identified  am 
the.  event  they  become.  *epoKated  —. 

Thank  you  foK  youx  a**/Jita.nce.. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


Turn  the  page,  and  ph.oce.eA 
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Lesson  7- -Project  Start-Up 

Termination  Instructions  * 


Upon  completion  o&  the  LeAAon  Quality  Control  Fonm,  you  okc  tot  t 

Tea*  oat  and  staple,  the  page*  ofi  the  Lesion  Quality  Control  Fo/wt, 
Place  £he  tfo/un  *.n  .the  ApeciaC  envelope  provided. 
Mail  the  envelope,  to  Research  fan  BetteA  School* ,  Inc.,  Suite  1700, 
1700  Matfeet  Street,  PhUadelphia,  Pennsylvania  19103. 

Thit>  leA&on  on  project  4>taAt-up  am  now  completed.  Le6&on  8  entitled 
"Project  Infahmation  System1'  am  the  next  le&6on  in  the  sequence;  you 
<vie  advised  to  locate  the  lesson  booklet  and  lead  the  in&ioductony  page* 


s? 


MDDULE  TWp  ^ — ^ 
PROJECT  MANAGEMENT  BASIC  PRINCIPLES 


Lesson  8      Project  Information  System 


Pro j  ect  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 

1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 
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Lesson  8 --Project  Information  System 
Introduction  to  Lesson 

This  lesson  contains  the  following  items.    Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson.  / 

/ 

Page 

A.  Booklet  for  Basic  Principles  and  Techniques  of  Project 
Management 

Introduction  to  lesson    i  .  .  

Overview  and  objectives  

Pretest  \A 

Lesson  abstract  and  content  outline  •  •  •  8.7 

Lesson  text  .   'r7 

Exercises  on  information  systems   \'\a 

Post-test  •  

Additional  example  ,  

Reading  references   °«28 

Lesson  Quality  Control  Form   8«Z9 

B.  Set  of  Color  Slides  entitled  "Module  2— Basic  Principles  and  Tech- 
niques  of  Project  Management,  Lesson  8 --Project  Information  • 
System." 

C.  Cassette  Tape  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  8 --Project  Information  System/' 

\ 

:  \ 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder  EPMIS  Module  2--Lesson  7- 

carousel  slide  projector  exercise  setting 

projection  screen 

TTME  REQUIRED.    The  tape-slide  presentation  runs  approximately  10  minutes, 
the  exercise  takes  approximately  30  minutes,  and  about.  70  minutes  is 
needed  to  complete  the  entire  lesson. 
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Lesson  8 -.-Project  Information  System 
Overview  and  Objectives 

OVERVIEW 

Previous  lessons  covered  the  activities  involved  with  planning 
a  project.    Lesson  7  presented  the  gear-up  activity  which  includes  the 
acquisition  of  project  personnel >  space,  and  resources.    This  lesson 
deals  with  establishing  the  project  information  system  whereby  the  mana- 
ger makes  provisions  for  the  storage  and  subsequent  use  of  information 
pertinent  to  the  operation  of  the  project. 

The  lesson  which  follows  this  one  deals  with  project  management 
controls  and  the  operations  of  the  project. 

OBJECTIVES 

The  student  in  completing  this  lesson  should  have  knowledge  about 
a  project  information  system  and  be  able  to  create  the  project  organiza- 
tion plan. 

The  specific  objectives  of  the  lesson  are  as  follows: 

1.  The  student  can  identify  and  describe  the  three  basic  tasks 
involved  in  setting  up  the  Project  Management  Infoimation  System. 

2.  The  scudent  can  identify  the  essential  components  of  a 

project  handbook. 

3.  The  student  can  develop  an  organizational  chart  for  project 
personnel  showing  lines  of  authority  and  responsibility. 

4.  The  student  can  develop  a  management  responsibility  chart 
for  a  project. 
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5.  The  student  can  define  the  meaning  of  "data  base"  and  indi- 
cate its  role  in  management  information  systems* 

6.  The  student  can  identify  the  basic  elements  of  a  data  base 
for  the  project'  situation. 

7.  The  student  can  state  the  relationship  between  the  functions 
of  planning  and  control  and  how  the  data  base  and  information  system 
is  used  to  facilitate  these  management  functions. . 


Tain  the  page,  and  bead jpig^jxJtteZionA 
fton  the  pneteM. 


o 
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Lesson  8 

Lessoh  8 --Project  Information  System 

Pretest; 


 ;  ■  ■  :  :  

VaazcUom:    PIqmz  takz  turn  to  taxziuU  x<mwzn  tkt.muW.plz  cholcz  and 
tfijuz  lioJUz  question*  givzn  bzlouo.    Vok.  thz  muttiplz  cholcz  quz&UoM 
you  oaz  to  cOiclz  one  covizct  ok  bz&t  amwzn  (A,B,C  oi  V) ,  and  boh.  thz 
Vmc  and  iaJUz  you  anz  to  Indicatz  thz  cowttct  hz6pom>z  with  thz  Izttzh. 
7  on.  F. 

VUa&z  uvUtz  thz  laAt  fio'jji  cLlqajU  oi  you*.  Social.  Szcusitty  numbzh  on  thz 
Unz  bzlow  40  that  thz  pa.au  can  bz  Idznti-ilzd  In  thz  zvznt  thzy  bzzomz 
kzpoJiatzd  . 


1.  What  is  the  commonly  identified  procedure  or  operation  used  in 
knowing  what  is  happening  in  the  operation  of  a  project? 

A.  Project  proposal 

B.  Project  budget 

C.  Project  information  system 

D.  Project  final  report 

2.  What  is  the  principal  purpose  or  function  of  the  project  information 
system? 

A.  To  aid  in  the  development  of  a  project  proposal 

B.  To  serve  as  a  basis  to  know  project  problems 

C.  To  assist  in  acquiring  materials 

D.  To  aid  in  the  development  of  the  negotiated  contract 

3.  What  is  the  basic  or  principal  function  of  the  project  data  base? 

A.  To  collect  information  for  writing  the  project  final  report 

B.  To  accumulate  information  regarding  the  budget 

C.  To  accumulate  background  information  about  funding  source  operations 

D.  To  accumulate  in  one  place  all  of  the  schedule,  budget  and  per- 
formance decisions  made  during  the  planning  phase 

4.  A  well  structured,  organized  and  presented  ^ita  base  facilitates 
work  in  what  phase  of  the  project,  life  cycle? 

A.  Organization 

B.  Planning 

C.  Operational  control 
'  D.  Preparation 
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5.  From  what  source  is  the  basic  information  in  the  data  base  is  derived? 

A.  Work  sequence  and  Gantt  chart 

B.  Proposal  document  and  negotiated  contract 

C.  Policy  and  procedures  handbook 

D.  Project  budget  document  and  funding  agency  guidelines 

6.  i>  What  method  is  most  often  used  to  communicate  information  to  personnel 

about  project  status? 

A.  *  Workshops 

B.  Orientation  programs    *     •  .  •— • """"^ 

C.  Newsletter  and  briefings 

D.  Report  forms  and  charts 

7.  Why  does  the  project  data  base  have  to  be  continuously  updated? 

A.  To  keep  up  with  changes  often  made  in  schedules,  costs, and  performance 

B.  To  make  a  better  project  final  report 

C.  To  keep  the  funding  agency  up-to-date 

D.  To  save  project  records 

8.  In  addition  to  showing  authority  and  responsibility  for  project 
staff,  what  else  can  an  organizational  chart  show? 

A.  Work  yet  to  be  accomplished 

B.  Flow  of  information  to  decision  centers 

C.  Work  in  progress 

D.  Critical  areas  of  current  work 

9.  The  process  of  developing  an  organizational  chart  is  similar  to  what 
special  process  in  the  project  planning  phase? 

A.  Work  flow  development 

B.  Resource  estimation 

C.  Schedules  establishment 

D.  Project  definition 

10.  Why  are  management  responsibility  guides  often  developed? 

A.  to  facilitate  scheduling 

B.  To  show  budget  reporting  procedures 

C.  To  establish  the  authority  and  responsibility  for  project  activities 

D.  To  assist  in  personnel  recruitment 
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Indicate.  whethen.  the.  AtatemuU  Ltited  below  oKe.  tKuz  ok  ialie.  by  mXting 
a  T  ok  F  on  the.  tint, 

11  The  central  component  in  project  infdrmation  system  is  the  project 

budget. 

12.   Data  regarding  actual  and  planned  project  status  are  of  little 

value  unless  made  readily  available  to  the  project  funding  agency. 

13.  One  of  the  criteria  for  a  good  report  form  or  chart  is  that, 
it  should  be  graphical. 

14.  The  management  responsibility  guide  is  a  useful  device  to  insure 
that  project  tasks  are  not  overlooked. 

15.  The  project  information  system  enables  the  project  manager  to 
know  who  has  the  authority  and  responsibility  to  take  corrective 
action.  \, 


Tu/w  the.  page  and  check  youA  anawe/iA. 

n   ,  .  
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Lesson  8 --Project  Information  System 
Directions  Following  Lesson  PTetest 


VirecUons:    The  correct  answers  to  Luton  J  pretest  are  tattidjkm 
the  riant  margin.    The  Uit  column  is  far  the.  i*JU>t  page,  the.  *ught 
column  H>  far  the  second.  Check  you*  connect  responses.  


directions :    t&  you.  answered  twelve 
or  lite  question*  correctly,  you 
have  not  acceptably  demonstrated 
knowledge  o&  the  project  infarmatix>n 
system  and  should  lead  the  lesson 
abstract  and  content  outline  begin- 
ning   on  page    8.7.    Then  begin  the 
tape-slide  presentation  by  turning 
to  the  instructions  on  page  8.10. 

directions:    H  you  answered  thirteen 
on  more  questions  correctly,  you 
have  acceptably  demonstrated  knowl- 
edge ofi  the  project  information 
system  and  should  read  the  lesson 
abstract  and  outline  on  page  8.7. 
Then  i&  you  desire  to  skip  the 
tape.- slide  presentation,  you  may 
do  so  by  proceeding  directly  to  the, 
practice  exercise  on  page  8.17.  Itf 
you  do  desire  to  view  the  tape- 
slide  presentation  turn  to  the 
instructions  on  page  8.10. 


I 


Multiple  Choice 

1.  C 

2.  B 


3.  D 


4.  C 

5.  B 

6.  D 

7.  A 

8.  B 

9.  D 

10.  C 

True/False 

11.  F 

12.  F 


13...T 


14.  T 
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Lesson  8- -Project  Information  System 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

Developing  a  project  information  system  is  an  early  activity  in 
managing  a  project.    This  information  system  includes  a  project  data 
base,  organizational  charts  and  documents,  and  a  procedures  handbook. 
Work  sheets  of  schedule,  cost,  and  performance  are  inputs  to  the  data 
base  as  well  as  information  from  the  proposal  plan  document  and  the 
negotiated  contract.    Task  assignments,  responsibility  appointments, 

and  updated  progress  of  work  are  inputs  to  the  information  system; 

reports  to  the  project  director  and  to  other  organizations  are  outputs 

of  the  information  system. 

CONTENT  OUTLINE 

A.  The  project  information  system  serves  to: 

1.  Reflect  actual  progress  against  planned  project  status  at 
any  given  time. 

2.  Provide  a  means  for  general  communication  as  well  as  specific 
techniques  of  reporting. 

B.  The  components  of  a  project  information  system  are: 

1.  Data  base 

2.  Organizational  chart  and  related  documents 

3.  Project  handbook  or  marial 

C.  The  data  base  is  developed  using  a  number  of  principles. 

1.  The  data  to  be  included  come  from  planning  decisions  concerning 
the  time,  cost,  and  performance  for  the  various  tasks. 

2.  The  proposal  document  and  negotiated  contract  are  used  as  a 
data  source. 

3.  The  data  base  will  be  dynamic,  not  stati-..,  to  reflect  changes 
in  project  operations. 
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4.  Written  records  are  developed  for  each  task  showing  time,  cost, 
and  performance  data. 

5.  Processing  of  data  can  be  done  manually  or.  by  computer  depend- 
ing on  the  degree  of  complexity. 

6.  A  decision  concerning  the  use  of  a  computer  involves  factors 
such  as: 

a.  Project  complexity 

b.  Proiect  duration 

c.  Project  type 

d.  Report  frequency 

e.  Costs 

f.  Facilities  available 

7.  Reports  are  the  principal  vehicle  for  presenting  data  and  infor- 
mation to  the  project  director  and  staff. 

D.    Organizational  charts  and  related  documents  are  developed  using  a 
number  of  principles. 

1.  The  Pro  j ect  Crgani zat ional  chart  is  created  to  show  authority 
and  responsibility  patterns  and  to  identify  decision  centers. 

2.  The  Written  Job  Descriptions  are  derived  from  the  organizational 
chart  and  typically  show: 

a.  Position  title 

b.  Duties  "  ■ 

c.  Responsibility  and  authority 

3.  Management  Responsibility  Guides  are  constructed  in  matrix  form 
to  show  authority  and  responsibility  for  project  tasks. 

a.  The  columns  usually  represent  positions. 

b.  The  rows  usually  show  tasks. 

c.  The  matrix  cells  indicate  the  level  of  authority  and 
responsibility. 

4.  Flow  and  Process  Charts  aie  developed  to  reflect  movement  of 
data  and  reports  in  and  out  of  project  decision  centers. 
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li;    The  project  handbook  or  manual  is  a  basic  element  of  the  information 
system. 

1.  The  handbook  contains  the  organizational  chart,  flow  charts, 
responsibility  guides,  and  policy  and  procedures  statements. 

2.  The  handbook  is  revised  as  components  of  project  information 
system  are  modified. 

F.    A  project  information  system  is  essential  to  operational  control 
of  a  project. 


Tujin  the.  page.  Ion  pieAwt&tLon  lmtA.uz~ 
tlom> ,  on.  li  going  dine.ctly  to  the 
iQAbon  axoAcAJ)  eh ,  tann  to  page.  S.17. 
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Lesson  8 --Project  Information  System 
Instructions 


W  Set  up  tht  fittofidex,  pfwjtctofi,  and  -iCvteen. 

2.  Plait  bin  uviouAdL  &lidt  tfiay  onto  At  ptojtctofi  and  advance  tht  tfiay 
to  tht  ilidt  mafikzd  Module.  2~BaUc  Vfu.nci.plu  and  Tertituqutt ,  o< 
Pfiojtet  Managemtnt,  lu&on  &-Vtvtloping  tht  Pfwjtct  In^omatcon 
System. 

3.  PUtt  the.  cahhettt  ta.pt  iofi  thii.  leAion  Mo  tht  fitcofideJi  and  fieitiiM 
to  tht  fiwind  i>top. 

4.  StaAt  tht  fie.ton.dex  and  advanct  tht  blMu  with  tht  "change,  tont." 
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*       Lesson  8 --Project  Information  System 

Lesson  Text 

Introduction 

The  previous  lesson  was  concerned  with  project  preparation  activities 
such  as  acquiring  personnel,  equipment,  materials  and  supplies,  and  space 
facilities.    This  lesson  is  concerned  with  the  second  major  task  of  developing 
a  project  information  system. 

Successful  operation  of  the  project,  once  underway,  depends  to  a  great 
degree  upon  the  project  manager  and  his  staff  knowing  what  should  oe  happening 
on  the  project,  what  is  actually  happening,  and  who  should  make  it  happen. 
This  is  usually  accomplished  with  a  procedure  or  operation  conmonly  identified 
as  a  project  information  system.   This  system  can  be  considered  as  having  three 
components  or  sub-systems.    They  are  the  project  data  base,  organizational  charts 
and  the  project  handbook.    Data  base  and  organizational  charts  are  discussed 
below  in  more  detail.    The  project  hadbook  was  discussed  in  the  previous  lessen. 

r'C  • 

Project  Data  Base  •  \  ) 

The  basic  function  of  the  data  base  is  to  accumulate  in  one  place  all  of 
the  initial  schedule,  budget,  and  performance  decisions  made  during  the  planning 
and  negotiation  activities.    By  this  means,  the; project  director  can  have  ready 
access  to  the  basic  or  initial  planning  decisions  which  reflect  what  should  be 

happening  in  the  project. 

The  information  to  be  placed  in  the  data  base  is  usually  derived  from  the 
proposal  document  and  the  negotiated  contract.    The  more  specific  the  desisions 
that  one  includes  in  the  project  data  base,  the  greater  the  chances  are  that  such 
data  will  be  useful  in  managing  the  project.    Specific  data  is  usually  included 
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regarding  project  objectives  and  specifications,  activity  and  event  identifi- 
cation, work  sequence  and  schedules,  resource  requirements,  and  the  budget. 

Project  objectives  and  specifications  refers  to  statements  of  objectives 
to  be  reached  and  products  to  be  produced,  along  with  the  standards  and  specifi 
cations  for  their  achievement.    Schedule  data  should  include  initial  decisions 
reflecting  such  items  as  calendar  dates  for  the  start  of  the  project,  major 
.  milestone  points,  duration  of  tasks,  project  completion  dates,  and  similar  time- 
related  4ata.    Budget  or  cost  information  should  include  dollar  amounts  allocated 
to  personnel,  travel,  facilities,  equipment,  and  other  major  cost  categories 
over  the  duration  of  the  project. 

It  is  inportant  to  understand  that  the  number  of  items  in  the  data  base  is 
likely  to  expand  during  the  project  life  cycle,  reflecting  the  expansion  of  work 
and  activities  once  the  project  is  underway.   Uius,  the  data  base  is  considered 
to  be  a  dynamic,  not  a  static,  entity. 

In  relatively  small  projects,  the  project  director  might  be  able  to  keep 
all  of  the  performance,  schedule  and  budget  data  in  his  head.    In  large  projects,^ 
however,  some  form  of  written  record -should  be  ma.de  of  the  initial  data  base 
items  and  their  updated  version.    In  addition  to  being  of  immediate  aid  to  the 
project  manager  and  his  staff,  written  records  are  advantageous  in  creating 
project  reports.    The  written  records  should  include  work  sheets  which  assenfcle 
together  the  data  for  each  work  package  or  task  in  the  project  and  cover  the 
basis  dimensions  of  schedule,  cost  and  performance. 

In  addition  to  written  forms  and  records  which  are  maintained  by  hand, 
computer  programs  have  been  developed  to  process  selected  dimensions  of  a  project 
data  base.    The  dimension  most  commonly  maintained  by  means  of  a  computer  has 
been  information  relating  to  the  project  shcedule.   The  second  dimension  most 
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coranonly  handled  by  computer  is  that  o£  budget.    Daily,  weekly  and  monthly 
reports  and  summaries  of  schedule  and/or  budget  status  are  often  routinely 
prepared  by  the  parent  organization  housing  the  project.   An  example  of  such 
a  report  would  be  the  monthly  project  budget  statement  issued  by  the  business 
office  of  a  school  district.    Several  factors  should  be  considered  in  determining 
whether  or  not  a  particular  project  should  utilize  a  conputer  as  a  means  of 
maintaining  the  data  base.    .Among  these  factors  are  project  conplexity,  duration 
and  type;  the  desired  report  frequency;  the  availability  of  computer  facilities; 
and  the  cost  involved. 

Regardless  of  how  changes  in  project  status  are  maintained,  manually  or  by 
conputer,  data  regarding  actual  and  planned  project  status  at  any  time  are  of 
little  value  unless  made  readily  available  to  the  project  manager  and  his  staff. 
Report  forms  and  charts  are  the  typical  method  used  to  communicate  information 
to  project  personnel  about  the  status  of  the  project  at  given  times.  Three 
criteria  for  a  good  report  form  or  chart  are,  that  it  should  be  graphical,  should 
clearly  illustrate  the  actual  project  status  against  the  planned  status,  and  should 
identify  areas  in  which  problems  are  developing  and  their  impact  on  future  project 
effort. 

Within  most  organizational  settings,  reports  relating  to  actual  budget  status 
are  routinely  supplied  by  the  business  office.    Reports  relating  to  schedule  and 
performance,  however,  are  left  to  the  project  staff  to  develop  and  use  for  manage- 
ment purposes.    Regardless  of  the  scale  of  schedule,  budget,  and  performance 
involved,  the  data  base  should  be  updated  continually  to  show  accomplishments  to 
date,  work  in  progress,  and  future  work.    Using  report  forms  which  reflect  updated 
project  status,  as  derived  from  the  data  base,  the  project  personnel  have  a  means 
of  knowing  the  exact  status  of  the  project  at  any  given  time. 
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Organizational  Chart 

The  second  component  of -the  project  information  system  involves  the  develop- 
ment of  a  project  organizational  and  responsibility  chart.    The  function  of  an .. 
organizational  chart  is  to  show  authority  and  responsibility  for  project  staff 
and  to  show  reporting  channels  for  the  flow  of  information.  \ 

In  general,  an  organizational  chart  is  developed  by  sub-dividing  major 
project  authority  and  responsibility  into  lesser,  or  smaller,  units  in  much  the 
same  manner  as  the  project  work  breakdown  structure  was  developed.    Each  of  these 
units,  large  or1'  small,  can  be  thought  of  as  a  decision  center  for  the  project. 
In  developing  the  chart,  it  is  common  practice  to  show  the  relation  of  the  project 
to  the  overall  local  district  organizational  structure.   An  example  of  a  project 
organizational  chart  is  presented  in  Figure  #1. 

Once  the  organizational  chart  is  established,  a  description  is  written  for 
each  role,  function  or  position  in  the  chart.    The  description  should  include 
the  title,  duties,  and  responsibility  and  authority  patterns  for  each  position.  An 
organizational  chart  can  be  supplemented  by  flowor  process,  charts  which  reflacl, 
the  vertical  ajnd  horizontal  flow  of  reports  and  information  to  and  from  the  several 
decision  units,  or  centers.,  in  the  project  organization. 

In  order 'to  clarify  project  authority  and  responsibility  lines,  management 
responsibility  guides  are  often  developed.    A  management  responsibility  guide  is 
usually  constructed  in  mat^form  by  placing  position  titles  on  the  coluims ,  and 
tasks  and  fimjtions^down  the  sid^StanVrd  symbols  are  then  placed  in  the  cells 
to  indicate  responsibility  for  notification,  advisement,  decision,  and  other 
actions,    "^management  responsibility  guide  is  a  useful  device  in  preventing 
project  tasks  -  from  being  overlooked  because  no  one  is  charged  with  the  authority 
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Figure  #1- -Example  of  a  Project  Organizational  Chart 
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Figure  #2 --Example  of  Management  Responsibility  Guide 
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or  responsibility  for  their  execution.   An  example  of  a  management  responsi- 
bility-guide is  presented  in  Figure  #2. 

* 

The  organizational  chart  and  responsibility  guide  work  together  to  identify 
who  needs  what  data  in  order  to  make  effective  decisions  which  will  move  the 
project  toward  successful  completion.    Once  developed,  thfe  data  base,  the 
organizational  chart,  and  responsibility  guides  are  assembled  into  the  project 
handbook,  discussed  in  the  previous  lesson. 

Summary 

To  summarize,  successful  operation  of  a  project  is  dependent  upon  the 
project  manager's  ability  to  know  what  should  be  happening  and  what  is  actually 
happening.    The  project  information  system  enables  him  to  carry  out  this  ,• 
function  with  ease.    It  enables  him  to  know  where  problems  exist  in  the  project, 
how  serious  they  are  and  who  has  the  authority  and  responsibility  to.  take 
corrective  action.    The  value  of  having  a  well -developed  project  information 
system  will  be  demonstrated  in  the  next  series  of  lessons,  which  outline  the 
principles  and  procedures  of  project  control. 


Tivm  tiiz  poQz  and  k<lol&  tkz  cU.ie.c£Lon& 
&o>i  Exzkcaaz  A, 
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Lesson  8— Project  Information  System 
Exercise  A- -Developing  Information  Systems 

* 

VOiectiow:  U&ing  the  pKopoial  document  included  in  LeA&on  7,  anAweA  the 
queAtLonA  below  bij  ^applying  the.  information  ne.qu.eA  ted. 

A.  Ifow  would  you  rate  the  proposal  document  (as  now  written)  in  terms  of 
its  usefulness .in  supplying  basic  data  for  the  Project  Management  Data 
Base?      ■  .* 

1.    Exceptionally  useful   4.    Below  average 

 "2.    Above  average   5.    Little  or  no  use 

 3.    About  average 

B.  The  proposal  provides  the  most  detailed  and  useful  data  in  which  of  . 
the  following  dimensions  of  project  data? 

 _1.  Schedule 

 2.  Budget 

3.  Performance 


C.    The  proposal  provides  the  least  detailed  and  useful  data  in  which  of 
the  following  dimensions  of  project  data? 

 1.  Schedule 

 2 .  Budget 

3.  Performance 


D.    For  each  item  listed  below,  indicate  whether  or  not  the  proposal  pre- 
sents data/ information  about  the  item. 

Available  Not  Available 

1.  Proposed  start  date     

2.  Number  of  instructional  aids    _^  

3.  Specialized  reading  tests     

4.  Standards  for  accomplishment  of  objectives  _____   

5.  Number  of  parent  orientations     

6.  Schedule  date  for  post -tests    _ 

7.  Qualifications  of  itinerant  reading  teacher     

8.  Specifications  for  attitude  inventory     


!   Tunn  the  page,  and  check  tjovl  neApomu. 
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Lesson  8 --Project  Information  System 

Exercise  A- -Solution 

Vvte.cXA.on6 i    The  solution  to  Ixzaqaa\<l  A      givenJ)e£ou>.  GoW^^J^^fe.J 

A.    How  would  you  rate  the  proposal  document  (as  now  written)  in  terms  of 
its  usefulness  in  -supplying  basic  data  for  the  Project  Management  Data 
Base? 

 1.    Exceptionally  useful  4.    Below  average 

2.    Above  average      -  \j   5.    Little  or  no  use 
 3.    About  average 


B.    The  proposal  provides  the  most  detailed  and  useful  data  in  which  of 
the  following  dimensions  of  project  data? 


  1 .  vSchedule 

~^J. .  Budget 

3.  Performance 


C.  The  proposal  provides  the  least  detailed  and  useful  data  in  which  of 
the  following,  dimensions  of  project  data?  _ 

\/ •  1 .  Schedule 

 2.  Budget 

 3.  Performance 

D.  For  each  item  listed  below,  indicate  whether  cr  not  the  proposal  pre- 
sents date/ information  about  the  item. 

Available    Not  Available 

1.  Proposed  start  date   y 

2.  Number  of  instructional  aids  V   

3.  Specialized  reading  tests  \/   

4.  Standards  for  accomplishment  of  obiectives    V 

i 

•  / 

5.  Number  of  parent  orientations  V 

6.  Schedule  date  for  post-tests    \l  

7.  Qualifications  of  itinerant  reading  teacher   \' 

3.    Specifications  for  attitude  inventory    V 

John  t/te  paqc  and  -lead  t/ie  diKo.ttl.onh 
_      -ExgAcxae  8.      
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Lesson  8 --Project  Information  System 
Exercise  B- -Developing  an  Organizational  Chart 


fttaeottont*    The  pnopot>al  atcd  in  tlie  pieviouA  l<2A6on  need*  6ome  co/l- 
HQ.eJtA.ovit>* in  onddA  that  it  can  be  oied      Apzciiy  pnojevt  fioMponkibili- 
ti<u>  and  organization,    Itie  the  piojevt  budget  Ikottin  below  ink  toad  \ph 
the.  one  in  the.  ptieviou*  lekkon.    An  abbHev<tation  ^ok  penhonnel  fiolek 
in  the.  project  ana.  khouon  below  immediately  ioU-owing  the  position  title.. 
Kite*.  Heading  thi*  budget,  turn  the  page  and  begin  the  exeAd&e, 


INSTRUCTIONAL.  (200) 

210  Project  Manager  OK) 

211  Communication  Specialist  (CS) 

212  Reading  Supervisor  (RS) 

213  5  Reading  Teachers  (RT) 
218    5  Teacher  Aides  (TA) 
222   Materials  and  Supplies 
224   Audio-Visual  Materials 

TOTAL  INSTRUCTIONAL 
FIXED  CHARGES  (800) 

831  Retirement 

832  PICA 
834  Insurance 

TOTAL  V I XI ill  CHARGES 
TOTALS 


Salaries        Others  Totals 
$12,000 

10,800 

10,800 

46,000 

15,000 

$13,369 
2,000 

$109,969 

9,460 
4,730 
1,600 

IS, 790 

$94,600  $31,159  $125,759 
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Exercise  B~ Worksheet 


V<Acction&i    Uting  the  p>u6po&cUL  doemznt  inctudzd  in  Lut>on  7  and  tkd 
abbitwiaJtzd  tMte  o{\  pyiAonneJL  thorn  on  thz  pizviou*  page,  attign  Uatifa 
to  tho.  voaAoua  fiatpontibilitizt  indicated  below.  

The  responsibilities  involved  in  the  project  are  listed  as: 
Position 

  1.  managing  the  project  4 

  2.  developing  of  program  hrochure 

 .  3.  speaking  to  school  and  community  groups 

4.  working  in  regional,  state,  and  national  conferences 

5.  releasing  news  articles  to  news  media 
  6.  planning  reading  activities 

t 

J  •  7 .    teaching  reading- 

8.  organizing  the  reading  materials  center 

9.  '  operating  the  resource  center  (day-to-day) 

  10.    maintaining  individual  students  skill  mastery  and  behavioral 

records 


11.  developing  student  before  and  after  attitude  test 

12.  administering  placement,  achievement,  and  attitude  tests 

13.  developing"  teacher  and  aide  response  journals 
14 •  maintaining  teacher  and  aide  response  journals 
15.  coordinating  with  suppo rtive  se r v i ce s 

16 •  '  developing  and  operating  the  inservi ce  train ing  program 

17.  involving  parents  in  the  reading  program 

18.  ordering  supplies  and  equipment 

30o 


Tutui  the  paqe.  and  p-tocccd. 


Lesson  8 --Project  Information  System 
Exercise  B- -Worksheet 


ViKzcUoMi    Vevetop  an  oKaanlzaUonal  ckanX  which  *kom  the  laiU  o{  MApotothtfAty  Au*h 
that  the  13  positions  UoleA)  .axe  6hom  and  tlie  16  leApontibWXleA  one  accented  <$o*  by 
the.  Uem  listed  in  the  eka*t.    U*e  the  undexUned  ioo*d6  {torn  tlie  KuponhAhAjUJxu  tat  . 
.on  page  8.20  and  the.  abbreviated  title*  oi  peMonnel  Akaon  on  page  8.19.    men  ^nu,nea, 
tsjjin  the  page.  ■ 


PM 

(1.  managing  the  nroject) 
15  ' 

18  . 

t  .... 

t 

Lesson  8- -Project  Information  System 
Exercise  B- -Solution 


VmvUoim:    A  Augatetad  project  oiganizcuUovi  client  Id  pnuantad  beXow.    Compact  youA  cix<wt  wMi  <U. 

QX}KA2.tt  CL6  nZC2AA(Vl(J.  \  


1.    manages  the  project 
15.    coordinates  supportive  services 
18.    orders ' supplies  and  equipment 


t—  • 

■I. 
S. 
17. 


CS 

develops  brochure 
speaks  to  groups 
works  in  conferences 
releases  news 
involves  parents 


<—  > 


RT  (5) 
7.    teaches  reading 
12.    administers  tests 
14.    maintains  journals 
17.    involves  parents  . 


<  > 


RS  | 
6.    plans  reading  activities 

8.  organizes  materials  center'  J 

9.  operates  resource  center 
11.    develops  tests 

13.    develops  journals 
16.    develops /ope rates  inservice  j 
training,  _____    ._..] 


O  (-> 

00  N) 


<- 
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-]>    =  coordination/ 
communications 
link 


TA 

in.    maintains  records 
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Lesson  8 --Project  Information  System 
Directions  and  Choices  Following  the  Practice  Exercises 


B<uzd  upon  the  i»elh- evaluation  oh  your  peihormanee  on  the  exer-  , 
cat,  you  nave.  either: 

A.    acceptably  iouUA {led  the.  objective  of,  developing  a  project 
organization  chant t  and  should  now  turn  to  the.  po&t-tt&t 
/  faund  on  page.  S. 24. 

An  additional  example,  on  developing  project  Information 
systems  u  hound  on  page  8.27.    Rehenences  ion.  additional 
reading  are  Lifted  on  page  8.28. 

8.    not  satUhled  the  objective,  and.  should  select  one  ok  more 
oh  the  hollowing  courses  o faction. 

1.  View  the  slide- tape "presentation;  Instructions  one  on 
page.  8.10.    khten  the  presentation,  rework  exercises 
A  and  8  on  page.  8. 17. 

2.  Head  the  lesson  narrative  beginning  on  page. 8. 11,  then 
rework  exercises  A  and  8  on  page  8.17. 

3.  Studu  the  additional  example  on  page  8.27,  and  then 
rework  exercises  A  add  8  beginning  on  page  8.17. 

4.  Head  Chapter*  Three  and  Eleven  oh  Educational  Project 
Management  by  Vesmond  L.  Cook  and  then  rework  exercises 
A  and  B  beginning  on  page  8.17. 

5.  Rework  exene.au  t.  and  8  beginning  on  page  8.17. 
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Lesson  8 --Project  Info'rmation  System 
Post -Test 


Vinection*:    Vlca&e.  take,  time,  to  cone^uHy  amweA  the  muWjpie  choice 
and  tnue/ial&e  question*  given  below,    ton  the  multiple  choice  queAtionA 
you  one  to  cincle  one  conxect  on.  beAt  an&wtn  (A,8,C  on.  V)  and  ion  the 
tnue  and  faJUe  you  an.e  to  indicate,  the.  aonxect  KeAponAe.  with  the.  IttteA 
Tan?. 

PleaAe  mite  the  Ixut  foun  digit*  o(  yoixn  Social  Secunity  numbeA  on  the 
tine  below  to  that^Ke  page*  can  be  identified  in  the.  event  the.y  become, 
tepanated  __• 


8.24 


1.  From  what  source  is  the  basic  information  in  the  data  base  is  derived? 

A.  Ifork' sequence  and  Gantt  chart 

B.  Proposal  document  and  negotiated  contract 

C.  Policy  and  procedures  handbook 

D.  Project  budget  document  and  funding  agency  guidelines 

2.  What  is  the  uasic  or  principal  function  of  the  project  data  base? 

A.  To  collect  information  for  writing  the  project  final  report 

B.  To  accumulate  information  regarding  the  budget 

C.  To  accumulate  background  information  about  funding  source  operations 

D.  To  accumulate  in  one  place  all  of  the  schedule,  budget  and  per- 
formance decisions  made  during  the  planning  phase 

3.  A  well  structured,  organized  and  presented  data  base  facilitates 
work  in  what  phase  of  the  project  life  cycle? 

A.  _  Organization 

B.  Planning 

C.  Operational  control 

D.  Preparation 

4.  What  is  the  principal- purpose  or  function  of  the  project  information 
system? 

A.  To  aid  in  the  development  of  a  project  proposal 

B.  To  serve  as  a  basis  for  progress  reporting 

C.  To  assist  in  acquiring  materials 

D.  To  aid  in  the  development  of  the  negotiated  contract 
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5.  What  is  the  commonly  identified  procedure  or  operation  used  in 
knowing  what  is  happening  in  the  operation  of  a  project? 

A.  Project  proposal 

B.  Project  budget 

C.  Project  information  system 

D.  Project  final  report 

6.  "Hie  process  of  developing  an  organizational  chart  is  similar  to  what 
special  process  in  the  project  planning  phase? 

A.  Work  flow  development 

B.  Resource  estimation 

C.  Schedules  establishment 

D.  I*roject  definition 

s 

7.  Why  are  management  responsibility  guides  often  developed? 

» 

A.  To  facilitate  scheduling 

B.  To  show  budget  reporting  procedures 

C.  To  establish  the  authority  and  responsibility  for  project  activities 

D.  To  assist  in  personnel  recruitment 

8.  Why  does  the  project  data  base  have  to  be  continuously  updated? 

A.  To  keep  up  with  changes  often  made  in  schedules,  costs  and  per- 
formance 

B.  To  make  a  better  project  final  report 

C.  To  keep  the  funding  agency  up-to-date 

D.  To  save  project  records 

9.  In  addition  to  showing  authority  and  responsibility  for  project 
staff,  what  else  can  an  organizational  chart  show? 

A.  Work  yet  to  be  accomplished 

B.  Flow  of  information  to  decision  centers 

C.  Work  in  progress 

D.  Critical  areas  of  current  Work 

10.  What  method  is  most  often  used  to  communicate  information  to  personnel 
about  project  status? 

A.  Workshops 

B.  . Orientation  programs 

C.  Newsletter  and  briefings 

D.  Report  forms  and  charts 
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TndCavtz  wfuUneJi  tkt  statement*  Ititzd  bzlov)  oJit  tfmz  ok  ioUz  by 
mixing  aJofifon^  the.  line.. 


11.         Data  regarding  actual  and  planned  project  status  are  of  little 

 value  unless  made  readily  available  to  the  project  funding 

agency. 

Qhe  of  the  criteria  for  a  good  report  form  or  cWt  is  that,  it 
should  be  graphical. 


12. 


X3,         The  central  component  in  project  information  system  is  the  project 
budget. 

14     *     The  project  information  system  enables  the  project  manager  to 
 know  who  has  the  authority  and  responsibility  to  take  corrective 


action. 


15.         The  management  responsibility  guide  is  a  useful  device  to  insure 
 that  project' tasks,  are  not  overlooked. 


TuAn  the.  pag&  and  check  yousi  anAWWA, 
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Lesson  8 --Project  Information  System 
Directions  and  Choices  Following  Lesson  Post-Test 

9  * 

Directions :    The  correct  answers  to  Lesson^8  post- test  are  listed  down 
the  night  margin.    The  left  column  is  hoi  the.  first  page.,  the  night, 
column  ib  ion.  the  second.    Check  your  correct  responses. 


Directions :    If  you  answered  twelve  on.  less 
questions  correctly,  you  have,  not  aco.vpta.bky 
demonstrated  knowledge  of  the.  process  of 
developing  the  pn.oje.ct  information  system 
and  should  select  one.  on.  more  oi  the.  following 
courses  of  action. 


U    View  the  slide- tape  presentation  by 
turning  to  page  8.10  and  proceeding. 
After  the.  presentation  turn  to  the. 
Lesson  Qualify  Control  form  on  page 
8.29. 

2.  Read  the  lesson  narrative  beginning 

on  page  8.  11.  Then  turn  to  th&  lesson 
Qualify  Control  form  on  page  8.29. 

3.  Read  Chapters  3  and  11  of  BducA- 
tional  Project  Management  by  vesmond 
i.  Cook,  and  then  turn,  to  the  Lesson 
Qualify  Control  Form  on  page  8.29 

4.  Study  the  additional  example  begin- 
ning on  page  8.27,  and  then  turn  to 
the  Lesson  Qualify  Control  form  on 
page  8.  29. 

5.  Rework  the.  lesson  post-test  and  then  • 
turn  to  the  Lesson  Qualify  Control 
form  on  page  8.29. 

directions  i    If  you  answered  thirteen  or  more 
questions  correctly,  you  have,  acceptably  demon- 
strated knowledge  of  the  process  oi  developing 
the  project  information  system  and  should  now 
turn  to  the.  Lesson  Quality  Control  Vorm  on  page. 
8.29.    An  additional  example,  on  developing  the 
project  information  system  is  found  on  page.  8.27, 
References  for  additional  reading  are  listed  on 
page  8.28. 


Multiple  Choice 


1.  B 

2.  D 

3.  C  , 

4.  B 

5.  C 

6.  r 

7.  C 

8.  A 

9.  B 

10.  D 

True/False 

11.  F 

12.  T 

13.  F 

14.  T 

15.  T 
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Lesson  8— Project  Information  System 
Additional  Example 

An  instructional  development  project  of  the  Metropolitan  City 
Schools  began  on  the  scheduled  date  with  a  staff  consisting  of  a  Project 
Manager,  Public  Relations  Specialist,  Evaluation  Specialist,  and  Instruc- 
tional Design  Specialist.   The  staff  reviewed  and  modified  the  project 
task  breakdown  structure.    Subsequently  they  assigned  the  tasks  to  appro- 
priate staff  persons  or  made  arrangements  for  consultants'  services.  The 
task  assignments  or  responsibilities,  and  the  staff  organization  was  then 
made  visual  by  constructing  the  responsibility  chart  shown  in  part  as 
follows: 


Instructional 
Design  Specialist 


Performing  task 
analysis  of  type 
1  technician 

Writing  instruc- 
tional objectives 
for  program  devel- 
oping training 

Designing  program 


Project  Manager 
Managing  the  Project 


Evaluation  Specialist 

Forming  program  evalua- 
tion plan 

Developing  in-the-field 
technician  survey 

Writing  pretest  instru- 
ment 


Public  Relations 
SpecialisT 

Developing  PR 
plan 

Contacting  com- 
munity news  media 

Writing  prototype 
news  releases 


Consultants 

Auditing 
the  project 
plan 

Assisting 
in  writing 
program 
objectives 
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Lesson  8— Project  Information  System 
Reading  Reference? 

Additional  knowledge  about  the  project  information  system  may 
be  obtained  by  reading  from  the  references  cited  below. 

r 

Archibald,  Russell  D.  and  Richard  L.  Villoria.    Network-Based  Management 
Systems.    New  York:    John  Wiley  and  Sons,  Inc.,  1967,  Chapter  z. 

Baumgartner,  John  S.    Project  Management.    Homewood,  111.:    Richard  D. 
Irwin,  Inc. ,  1963,  Chapter  37 

> 

Cook,  Desmond  L.    Educational  Project  Management.    Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  CnaDters, 3  and  10. 

Woodgate,  H.  S.    Planning  by  Network,  second  edition.    London,  England: 
Business  Publications,  Ltd.,  1967,  Chapter  7. 


403 


Module  2 
Lesson  8 


8.29 


Lesson  8 --Project  Information  System 
Lesson  Quality  Control  Form 


Vitevtionii    Pleate  take  time  to  caJiefuZly  an&weA  the  (>oua  ouebtlonh  gww 
below.    Voua  an&voeM  mil  provide  valuable.  Infomatlon  rfo/t  the.  ne\)AJ>*X)n  am 
improvement  oi  tkU  leAion.    feel  rfi.ee  to  tMAAe,  additional  ^pmenU  ofi 
recommendation*  on  the,  back  orf  thU  iom.    VovJi  Ke&pon&e*  mil  be  feep^ 
itxictly  confidential.    Please  mile  the  last  £ouA.  digits  orf  youA.  Social 
Security  numbeA  on  the  tine  below  so  thU  the  page*  can  be  IdentL^ed  am 
the  event  they  become  separated_  • 

Thank  you  ion.  yout  assistance. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


4  04 


TuAn  the  page  and  proceed 
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Lesson  8 —Project  Information  System 
Termination  Instructions 


Upon  completion  o^  tne.  lemon  Quality  Control  foAm,   .you.  axe.  to: 

Tea*,  gut  and  staple,  the,  page*  o{  the.  Lemon  Qualify  ConViol  Tom. 
Place-  the,  honm  in  the.  t>pe.cial  envelope,  provided. 
Mail  the,  envelope,  to  ReA&aAch  Ion  BztteA.  School*,  Inc.,  Suite.  1700, 
JTffi  MaAkeX  StA.e.et,  Philadelphia,  Pennsylvania  19103. 

\  This  lemon  on  pKoje.cZ  in{omation  ty&tem  it>  novo  completed.  Tuxn 
j  the.  page,  and  lead  the.  ditiesution*  {oh.  Pfeue  Tej>t  2. 
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PT  2.1  ' 


PHASE  TEST  2 


Project  Preparation  Phase 


Directions:  The  following  pages  contain  a  series  of  items  in  a 
variety  of  formats  which  are  designed  to  assist  you  in  assessing 
the   knowledge  you  have  acquired  from  Lessons  7  and  8  of  Module  2. 
This  set  of  items  gives  empt  ■'sis  to  cognitive  abilities  as  con- 
trasted to  attitudes  or  skillo. 

The  expectation  is  that  you  should  answer,  all  items  correctly 
in  order  to  consider  your  learning  in  this  phase  as  being  complete,^ 
In  this  sense*  the  test  can  be  considered  as  a  mastery  test,  a  mini- 
mum  essentials  test,  or  a  criterion-referenced  test.. 

■  \  Head  ecch  item  carefully.    Record  your  answers  on  the  separate 
answer  sheet  immediately  after  this  page.    After  you  have  completed 
the  last  item,  review  your  responses,  then  turn  to  page  22  which 
contains  the  answers  for  the  several  phase  tests  and  check  your 
choices  against  the  answers  presented  there. 

»  ■» 

Turn  the  page  and  begin.  " 
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Answer  Sheet 
for 

Pro j  ect  Preparation ' Phase 


1. 

A 

B* 

D 

11. 

A. 

B 

C 

D 

2. 

A  • 

a 

12. 

A 

B 

C 

D 

3. 

k 

B 

c 

D 

13. 

A 

B 

C 

D 

4. 

A 

B 

c 

D 

\ 

b  1 

14. 

A 

B 

C 

D 

5. 

A 

B 

c 

IS. 

A 

B 

c 

D 

6. 

A 

B 

c 

D 

16. 

A 

B 

c 

D 

7. 

A 

B 

c 

•  17. 

A 

B 

c 

D 

8. 

A 

B 

c 

D 

18. 

A 

B 

c 

D 

9., 

A 

B 

c 

D 

19. 

A 

B 

c 

.D 

10. 

A 

B 

c' 

D* 

20. 

A 

B 

c 

D 

i 

407 


Module  2 
/  Phase  Test  2 

i 

Phase  Test 
for 

Preparation  Phase 


Visitations :    Read  tke.  cUAzrM.om*  ^oti  each  miction  canMully  and 
KZApond  oa  IncUcatzd.^  AfiteA  eomplvUnQ  the.  toAt,  tu/in  to  the.  moduli 
manual  to' ohidz  yeuA  an6u)eM. 


Items  1  through  5.    Listed  below  to  be  used  as  responses  for  the  items 
indicated  are  four  elements  of  the  project  management  information 
'system.    Match  the  activity  listed  with  the  proper  element. 

A.  Organizational  chart         •  C.    Data  Base 

B.  Management  Responsibility  Guide      D.  Handbook 

1.  Approval  of  final  report. 

2.  Schedule  date  for  completion  of  a  product.  /v„. 

3.  Signatures  necessary  for  approval  of  travel. 

4.  Outline  for  reporting  format  and  procedures. 

5.  Individual  to  whom  the  project  manager  reports. 


Tht  ntxt  t>e£  orf  aXqju  should  bo,  awdwtuzd  06  VeA_  ok  Wo.  Motk  A  on  tk& 
antiMQA  she&t  ii  VeA;  monk  8  li  Wo. 


6.  The  project  proposal  should  specify  the  types  of  skills  needed  by 
each  person  who  is  proposed  to  work  on  the  project. 

7.  Proposals  are  accepted  by  a  funding  agency  in  the  format  and  content 
as  originally  developed. 

8.  Each  person  oh  the  project  should  be  given  a  statement  of  his  duties 
responsibilities,  authority,  and  related  information. 

9.  The  implementation  plan  should  include  a  list  of  equipment  needed 
for  the  project. 

10.    Needed  orientation  and  trainiaft-sessions  for  project  staff  members 
are  conducted  by  the  agency  in  which  the  project  is  housed. 


PT  2.3 
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Thz  mxt  t>e£  o{  Mw*>  i*>  in  choice.,  lomat.    SolicA  tjoufi.  leApon&t  and  _ 
maAk  th<L  appnopnlatt  IzUqjl  on  tht  an&uxyi  j>kzat.  

11.  Optimum  program  management  is  a  combination  of  the  management  of 
what  three  principal  elements  of  information? 

•i ' 

A.  Planning,  controlling,  organizing. 

B.  Cost,  time,  performance. 

C.  Men,  material,  missions. 

D.  I4eas,  actions,  results. 

12.  What  are  the  basic  comparisons  made  in  the  typical  project  manage- 
ment information  system? 

A.  Actual  costs  to  actual  tasks. 

B.  Estimated  times  to  actual  times. 

C.  Actual  costs  and  task  times. 

D.  Estimated  tasks  and  estimated  times. 

13.  What  is  the  basic  function*  of  ^management  information  system  in 
'  a  project?  \ 

A.  Communicate  the  decisions  of  the  management  to  the  performance 
levels  of  the  project. 

B.  Establish  a  data  base  for  the  planning  stages  of  the  project. 

C.  Provide  the  manager  with  information  relevant  to  the  time, 
cost,  and  performance  factors. 

D.  Provide  the  manager  with  progress  reports  from  all  levels  of 
the  project. 

14.  Where  would  one  iook  for  data  or  information  with  regard  to 
equipment  needed  for  the  project? 

A.  Budget  section  of  proposal. 

B.  Policy  and  Procedures  Handbook. 

C.  Organizational  chart. 

D.  Management  Responsibility  Guide. 

15.  What  is  the  basic  function  or  purpose  of  the  Management  Responsi- 
bility Guide? 

A.  To  identify  appropriate  actions  to  be  taken  by  each  person. 

B.  To  assign  costs  to  persons  working  on  the  project. 

C.  To  identify  the  end  products  of  the  project. 

D.  To  state  the  conditions  of  employment. 
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16.  Where  would  one  expect  to  find  information  on  retirement  and 
benefits  for  the  project  personnel? 

A.  Organizational  chart. 

B.  Data  information  base. 

C.  Policy  and  Procedures  Handbook. 

D.  Project  Management  Office. 

17.  What  would  not  normally  be  included  as  an  item  of  project 
equipment? 

A.  Reading  accelerator  or  pacer. 

B.  Duplication  supplies. 

C.  Typewriter. 

D.  Case  to  carry  overhead  transparencies. 

18.  When  should  the  implementation  or  preparation  plan  be  developed? 

A.  When  notice  of  funding  is  received. 

B.  Only  after  the  official  contract  is  signed. 

C.  Upon  authorization  by  the  Superintendent  to  proceed. 

D.  When  the  proposal  is  submitted. 

19.  What  dimensions  are  usually  exhibited  on  a  Management  Responsibility 
Guide? 

A.  Project  personnel  and  tasks. 

B.  Tasks  and  organizational  agencies  outside  of  the  project. 

C.  Tasks  and  events. 

D.  Persons  and  budget  expenditures. 

20.  Who  should  receive  copies  of  the  policy  and  procedures  handbook? 

A.  Project  staff. 

B.  Project  staff  plus  related  persons. 

C.  Project  Manager  only. 

D.  Contractor  only. 
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Lesson  9— Project  Operations --Monitoring 
and  Control 

Introduction  to  Lesson 

This  lesson  contains  the  following  items.    Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. 

Page 

A.    Booklet  containing  the  following  items 

\  -91 
Introduction  to  lesson  \  •  • 

Overview  and  objectives   g3 

Pretest.  .  .  .  •.   q'c 

Lesson  abstract  and  content  outline  

Lesson  text.   q*13 

Exercises  on  problem  identification  *  *  9  23 

Post-test   9*  25 

Additional  example    g*28 

Reading  references  .  .  .   q'-q 

Lesson  Quality  Control  Form  

B     Set  of  Color  Slides  entitled  "Module  2-Basic  Priiiciples^ and  Tech- 
ntques  of  Project  Management,  Lesson  9~  Project  Operations -Moilit- 
.  oring  and  Control."' 

C.    Cassette  Tape  entitled  "Module  2- -Basic ^^W^^ito^Sd  °£ 
Project  Management,  Lesson  9 -Project  Operations -Monitoring  and 

Control."' 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

TIME  REQUIRED.  '  The  tape-slide  presentation  runs  approximately 
minutes,  the  exercise  takes  approximately  60  minutes,  and  about  90 
minutes  is  needed  to  complete  the  entire  lesson. 
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Lesspn  9 --Project  Operations —Monitoring 
and  Control 

Overview  and  Objectives 

OVERVIEW 

The  previous  lesson  was  concerned  with  the  establishment  of  the 
project  information  system.    Providing  for  the  storage  and  subsequent  use 
of  information  pertinent  to  the  operation  of  the  project  was  emphasized. 

This  lesson  is  concerned  with  the  first  step  of  project  operational 
control-problem  identification.    Problems  in  the  operation  of  a  project 
are  identified  by  comparing  the  actual  status  of  the  project  with  the 
planned  status  indicated  originally  in  the  project  information  system. 
The  next  lesson  is  concerned  with  the  development  and  selection  of  alter- 
native solutions  to  the  identified  problems. 
OBJECTIVES 

The  student  in  completing  this  lesson  should  be  able  to  identify 
differences  between  the  actual  status  and  planned  status  of  a  project 
'  in  terms  of  time,  cost,  and  performance.    Specifically,  the  objectives 

of  the  lesson  are: 

1.  The  student  should  be  able  to  specify  the  type  of  information 
needed  in  a  project  status  report  in  order  to  identify  time,  cost,  and 
performance  deviations. 

2.  Given  a  project  status  report,  the  student  should  be  able  to 
specify  deviations  from  the  project  plan  in  terms  of  time,  cost,  and 
performance. 


ComplUe.  the  pieteAt  on  the  bollowiviQ 
page. 
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Lesson  9 --Project  Operations --Monitoring  and  Control 

Pretest 


VlKectlon*:  Plea&e  take,  time,  to  caKc^uilu  anhweK  the,  multiple  choice  and 
tmefiaUe  question*  given  below,    ton  the.  multiple  choice  question*  you 
ojie  to  cUcle  one  coKKect  ok  but  an&weK  (A,B,C  ok  V),  and  £ok  the  tnue 
and  iaUe  you.  akT  to  Indicate  tke  connect  KUpon&e  wlAk'tkz  l&ttin.  T  ok  F. 

?lea&e  mite,  tke  la&t  loux  digit*  orf  youK  Social  SecuAlty    ~..6eA  on  tke 
tine  below  *o  ttia£~~the.  page*  can  he  Identified  in  the  event  tkey  become 
4  epoKated  . 


1.  What  major  activities  comprise  the  operational  control  phase  of  the 
project  life  cycle? 

A.  Problem  identification  and  estimaUnfc  budget 

B.  Constructing  resource  schedule  and  preparing  time  estimates 

C.  Developing  project  procedures  and  preparing  work  flow  diagrams 

D.  Problem  identification  and  corrective  actions 

2.  What  is  the  first  step  in  applying  the  control  concept  in  the 
operations  phase  of  a  project? 

A.  Problem  solution 

B.  Problem  identification 

C.  Problem  analysis 

D.  Progress  reporting 

3.  The  basic  function  of  a  reporting  system  is  to  present  the  project 
manager  with  a  current  view  of  what  project  conditions? 

A.  Actual  situation  and  planned  status 

B.  Planned  situation  and  project  proposal 

C.  Past  situation  and  present  status 

D.  Planned  situation  and  negotiated  contract 

4.  What  is  the  commonly  accepted  management  definition  of  a  problem? 

A.  An  unanswerable  question 

B.  A  deviation  from  plan 

C.  A  decision  to  be  made 

D.  A  lack  of  staff  initiative 
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5.  What  is  the  foundation  for  problem  identification  in  a  project? 

A.  Budget  docwient 

B.  Project  schedule 

C.  Project  handbook 

D.  Project  plan 

6.  How  can  control  be  most  effectively  exercised  during  the  life  cycle 
of  a  project? 

A.  Constructing  network  diagrams  r.;- 

B.  Developing  many  evaluation  reports 

C.  Identifying  points  of  accomplishment  to  be  monitored 

D.  Measuring  the  behaviors  of  staff 

7      What  is  the  first  step  usuakly  followed  by  the  project  manager  in 
the  operational  control  phase  in  order  to  insure  that  most  serious 
problems  are  solved  first? 

A.  Preparing  a  priority  ranking  of  the  alternatives 

B.  Preparing  a  priority  ranking  of  the  deviations 

C.  Developing  a  project  information  system 

D.  Implementing  the  project  reporting  system 


Indicate  uhetheA  the.  AtatemeaU  U&ted  belou  o*e  tuie.  ok  ($o&e  by  Milting 
a  T  ok  F  on  the.  tine.. 


8.   Control  is  basically  a  problem  solving  process. 

9.  The  control  process  recycles  sometimes  through  the  life  of  a  project, 

10.   Progress  reports  should  always'  be  in  written  form. 

11.  The  time  inherent  in  oral  reporting  can  be  minimized  by  adopting 
~~      briefing  techniques. 

12.   For  a  project  control  points  are  calendar  dates,  dollar  allocations, 

Zand  performance  specifications. 

13.   jhe  criteria  used  to  establish  both  standards  and  limits  depends 

only  upon  the  project  contract 

14.  The  method  of  employing  standards  and  bounds  creates  a  rationale 
 for  judging  the  significance  of  a  deviation. 


[ 


Chtc.ii  yovJi  aiuweAA  on  tlie. 
fattowinQ  page.. 
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Lesson  9 --Project  Operations— Monitoring  and  Control 
Directions  Following  Lesson  Pretest 


VinzUioM :  The  cohxect  an&voetu  to  LeA&on  9  pietut  one  lifted  down 
the  fright  margin.    Check  youK  connect  leAponteA.  . 


VJUiecttonh :  Mtf  you  antweAed  eleven  oa  £eaa 
question*  cotoectty,  yaip  have  not  acceptably  . 
demon&t/iated  knowledge'  o$ "ptioblem  identifa- 
cation  and  should  lead  the  W>t>on  abhtM.it 
and  content  outline  on  page  9.5. 
Then  begin  the  tape.- 6 tide,  pieAentation  by 
turning  to  the.  in&tAuctionA  on  page  9.6. 

Vinection&'.    11  you  aniweJied  twelve  ok  mofie 
question*  coKfiectly,  you  have,  acceptably 
demont>tAat&d  knowledge  oi  pnoblem  Identi- 
fication and  should  lead  the  lehhon  abttmct 
and  content  outline  on  page   9.5.    Then  H 
you  detijie  to  Akip  the.  tape-htide  pnuw- 
tation,  you  may  do  ao  by  pnoceeding  dinectly 
to  the  practice  ex.eAci&e66  beginning  on 
page  9. 13.    U  you  do  define  to  view  the 
tape-slide  pnesentation,  tixJm  to  the 
inAtAJuctiom  on  page  9.6. 

 ■  5  -8,  i 

9.  F 

10.  F 

11.  T 

12.  T 

13.  F 

14.  T 


He 


Multiple  Choice 

1.  D 

2.  B 

3.  A 

4.  B 

5.  D 

6.  C 

7.  B 

True/ False 
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Lesson  9 --Project  Operations --Monitoring 
•  and  Control 

Lesson  Abstract  and  Content  Outline 

ABSTRACT 

.Problem,  identification  through  management  reports  is  the  first  step 
in  the  three-step,  problem- solving  process  called  control.    Problem  iden- 
tification is  dependent  upon  a  reporting  system  which  provides  information 
on  the  past,  present,  and  projected  status  of  the  project  work  effort. 
Deviations  between  the  planned  situation  and  the  actual  situation  repre- 
sent management  problems .    Deviations  are  discovered  by  making  time ,  cost , 
and  performance  measurements  and  specified  points  in  the  life  of  a  project. 
CONTENT  OUTLINE  \ 

A.  Control  is  a  cyclical,  three-step  problem- solving  process  that  includes 
problem  identification,  the  creation  and  selection  of  alternative 
problem  solutions,  and  solution  implementation. 

B.  A  reporting  system  which  provides  written  and  oral  information  is 
needed  in  order  to  exercise  management  control. 

C.  Control  information  is  usually  provided  in  the  form  of  progress  reports 
which  include  past,  present,  and  projected  information  on  the  status 

of  the  project  work  effort. 

D.  The  essence  of  problem  identification  is  the  comparison  of  the  planned 
situation  with  the  actual  situation. 

E.  When  a  deviation  between  "shoulds"  and  "actuals"  is  found,  a  project 
management  problem  has  been  found. 

F.  Deviations  are  identified  by  making  time,  cost,  and  performance  measure- 
ments at  specified  points  in  the  life  of  a  project. 

G.  Time,  cost,  and  performance  standards  and  permissable  bounds  for  devia- 
tion should  be  specified  prior  to  measurement. 

H.  Identified  deviations  should  be  listed  in  priority  order  on  the  basis 
of  their  likelihood  to  impede  the  progress  of  the  project. 
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Lesson  9-Project  Operations -Monitoring  and  Control 

Instructions 

I.    Set  up  the  lecoiden.,  piojtUoi,  and  &oieen. 
2. 


3.  Placz  the  cauvtti  tape,  rfo*  thU  le^on  into  the  KtcoKden.  and 
fieuoind.  to  the  rewind  6top, 

4.  Start  the  Isolde*  and  advance  tht-OUu  Mh  the  "change  tone." 
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'  Lesson  9 --Project  Operations —Monitoring  and  Control 

Lesson  Text 

Introduction 

After  a  project  has  been  planned,  the  proposal  written,  the  funds 
authorized  and  the  start-up  plan  executed,  the  actual  operation  of  the 
project  begins.    One  ha^  ,to  assume  that  the  plan  for  the  project  is  de- 
signed to  optimize  the  operation  of  the  project.    During  the  planning 
phase  many  alternative  means  were  considered  and  the  best  course  for  the 
project  was  selected.  ' 

Regardless  of  the  best  planning  and  preparation  effort,  operations 
do  not  always  go  as  planned.    Thus,  the  project  director  must  have  a  system 
or  procedure  for  knowing  the  status  of  the  project  at  all  times.    The  in- 
formaton  system  discussed  in  the  previous  lesson  can  be  useful  in  this 
regard.    Operational  problem  identification  and  corrective  actions  make  up 
the  major  activities  of  the  third  phase  in  the  project  life-cycle- -operations 
phase.    Lessons  9,  10  and  11  are  concerned  with  this  phase. 

What  is  meant  by  the  concept  of  operations  monitoring  and  control? 
This  process  is  basically  a  problem-solving  process  which  can  be  conven- 
iently divided  into  three  basic  steps.    The  first  step  is  the  identification 
of  a  problem,  utilizing  the  plan  as  a  guide.    The  second  step  is  the  devel- 
opment of  alternative  solutions  to  correct  the  problem  and  the  selection  of 
the  most  desirable  solution.    The  third  step  is  the  implementation  of  the 
desired  solution  and  the  communication  of  changes  in  operations  to  the  pro- 
ject  staff  and  other  affected  offices.    This  three-step  control  process  is 
repeated  throughout  the  operations  phase  of  the  project.    In  order  to  further 
explain  this  monitoring  process,  the  steps  will  be  presented  sequentially 
in  this  and  subsequent  lessons.  <J  j  g 
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Reporting  System 

A  basic  element  of  the  operations  phase  is  a  progress  reporting  system. 
Such  a  system  enables  the  project  director  to  determine  how  the  project 
activities  are  proceeding,  i.e.,  determine  the  current  status  of  project 
operations  at  various  intervals.   Establishing  a  progress  reporting  system 
involves  creating  reporting  forms  and  procedures  designed  to  furnish  project 
status  information,   the  project  manager  and  his  staff  must  decide  on  the 
type,  content,  format,  and  frequency  of  these  reports.   They  must  also 
specify  who  is  to  receive  which  report. 

Progress  reports  can  be.  written  or  oral,  or  both.    Some  reports,  such 
as  accounting  records  and  inventory  reports,  are  usuall/  written,  since  they 
contain  a  large  amount  of  detailed  information.   Written  reports,  however, 
do  not  necessarily'  have  to  contain  a  large  amount  of  information.   They  can 
consist  of  a  single  sheet  with  appropriate  boxes  checked  to  indicate  task, 
or  project,  status.    Project  progress  reports  should  indicate  the  activities 
completed  or  the  events  that  have  occurred  to  date.    They  can  also  contain 
a  reestimation  of  the  time  and  cost  required  to  finish  activities  that  are 
in  progress  or  that  will  take  place  in  the  future,  as  well  as  any  changes 
in  performance  standards.    As  progress  reports  are  received  from  the  project 
staff,  any  time,  cost  and  performance  information  contained  in  the  reports 
must  be  incorporated  into  the  project  information  system. 

Oral  reports,  such  as  those  presented  in  staff  meetings,  can  also 
provide  necessary  management  information.    An  important  advantage  of  oral 
reports  is  that  they  provide  a  means  for  immediate  feedback  and  an  oppor- 
tunity to  pursue  a  question  about  the  status  of  a  task  in  detail  by  raising 
questions.   Also,  because  of  their  informality,  they  nay  aid  the  project 
-  manager  in  becoming  better  acquainted  with  his  staff.    The  time  needed  for 
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oral  reporting  can  be  minimized  if  briefing  techniques  are  utilized! 

Deviation  Identification 

Regardless  of  the  form  of  the  report,  its  basic  function  is  to  pre- 
sent the  project  manager  with  information  comparing  the  actual  to-date 
progress  with  the  planned  progress  in  terms  of  schedule,  budgets,  and  per-\ 
formance.    If  a  report  indicates  that  there  is  no  discrepancy  between  the 
actual  status  and  the  planned  situation,  then  project  operations  are  moving 
smoothly.    If,  however,  a  report  indicates  that  there  is  a  divergence,  then 
a  deviation  is  said  to  exist.    From  a  project  management  point  of  view,  this 
deviation  or  difference  between  the  project  plan  (the  should1 s)  and  what  is 
actually  happening  (the  actual's)  is  called  a  problem.    Deviations  or  pro- 
blems can  be  categorized  into  either  positive  or  negative  --'in  the  former, 
operations  are  going  better  than  planned,  while  in  the  latter,  they  are  not 
going  as  well  as  desired.    Problems  can  occur  in  the  schedule,  budget  or  in 
task  performance.    That  is,  problems  can  be  identified  by  noting  deviation 
from  the  project  time,  cost  and  performance  standards. 

How  does  one  identify  such  deviations  during  project  operations? 
Since  all  project  activities  cannot  be  monitored  simultaneously  and  con- 
tinually, the  project  manager  must  monitor  or  measure  progress  at  various 
critical  points  in  the  process.    For  example,  the  process  of  learning  can 
be  considered  to  a  continuous  operation.    The  monitoring  of  the  learning 
process  takes  place  at  specific  points,  usually  by  employing  some  type  of 
test. 

For  a  project,  such  monitoring  or  control  points  involve  calendar  dates, 
dollar  expenditures,  and  performance  specifications.    Standards  and  bounds 
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are  set  for  each  monitoring  or  control  point  in  the  project.   A  standard  is 
usually  a  specified  level  of  performance,  a  scheduled  date  for  the  conple- 
tion  of  a  task,  or  an  expenditure  figure  in  dollars.   A  bound  is  the  accept-  * 
able  range  of  deviation  (positive  or  negative)  from  the  specified  standard. 
It  is  important  to  have  specified  during  the  planning  phase  the  tolerance 
or  boundaries  in  project  performance,  time,  and  cost.    It  should  be  realized, 
however,  that  these  standards  and  bounds  are  subject  to  change  as  the  pro- 
ject progresses. 

Standards  and  bounds  for  time,  cost  and  performance  should  be  estab- 
lished simultaneously.    For  example,  the  desired  standards  for  a  teacher 
-    behavioral  rating  scale  prepared  by  a  project  evaluator  might  be  "Have  a 
reliability  coefficient  of  .90,  be  ready  by  September  20,  iand  cost  $150  tp 
produce."  The  boundaries  at  this  control  point  might  be  characterized  as 
"Have  a  minimum  reliability  figure»of  .85,  be  completed  within  two  working  . 
days  either  side  of  September  20,  and  cost  plus  or  minus  $50  to  produce." 

Since  a  project  can  encounter  difficulties  if  tasks  are  f Wished  either 
earlier  or  later  than  the  specified  conpletion  date,  limits  should  be  es- 
tablished for  both,  sides  of kthe  time  standard.    Setting  limits  on  both  sides 
of  the  standard  also  applies  to  the  areas  of  cost  and  performance.  This 
insures  that  both  positive  ana1  negative  deviations  can  be  identified.  This 
method  of  eimploying  standards  and  bounds  creates  a  rationale  for  judging  the 
significance  of  a  deviation.    If  a  deviation  falls  within  the  limits,  then 
it  is  not  as  important  or  significant  as  a  deviation  which  exceeds  the  limits. 

The  criteria  used  to  establish  both  standards  and  bounds  depends  upon 
the  project  contract,  local  education  agency  constraints,  the  desires  of  the 
educational  executive,  and  the  requirements  of  the  project  director.  The 
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criteria  used  depend  on  the  relative  importance  attached  to  time,  cost,  and 
performance.    For  example,' if  the  project  director  feels  it  is  most  important 
not  to  overspend  the  budget,  ae  might  set  more  specific  standards  and 
closer  limits  on  money  spent  than  upon  the  project  schedule  and  performance 
dimensions. 

The  project  manager  may  elect  to  identify  deviations  himself  by  re- 
viewing progress  reports,  or  he  may  have  his  staff  identify  them  in  the 
reports.    Since  the  project  staff  should  be  quite  familiar  with  their  own 
tasks,  they  may  be  better  able  to  judge  their  progress  than  the  project 
manager,  provided  they  are  given  standards  and  limits  from  the  project 
information  system. . 

During  the  operation  of  a  project,  several  deviations  may  exist  sim- 
ultaneously.   In  this  case,  the  reporting  system  can  be  used  to  aid  the 
project  director  in  determining  the  cumulative  effect  of  the  several  de- 
viations.   The  system  can  also  be  utilized  to  list  the  deviations  in  terms 
of  their  likely  impediment  or  facilitation  of  progress  toward  the  achievement 
of  the  overall  project  goal.    Such  a  list  establishes  a  priority  order  for 
solving  the  most  serious  deviation  problems  first. 

Summary 

A  basic  step  in  the  operations  process  involves  developing  a  report- 
ing system  and  utilizing  the  reporting  system  to  describe  the  actual  situa- 
tion and  comparing  it  with  the  plan  in  order  to  identify  deviations  or 
problems.    The  significance  of  the  deviations  can  be  determined  and  the 
deviations  (or  problems)  can  be  ranked  to  establish  a  priority  for  solving 
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the  most  serious  problems  first.  The  next  lesson  is  concerned  with  methods 
to  solve  these  problems. 


Read  tht  dOie.vUoru>  &OK 
Exqaqaai  A  on  tkt  fo&touxing 


1? 
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Lesson  9— Project  Operations --Monitoring 
and  Control 

Problem  Setting  for  Exercises  A,  B,  and  C 


VvKLoXlov^'    £ead  thu  pnoblw  &e££inc\  belou).    Thw  tuAn  tkt  page,  and 
tompHoXo,  tkz  zxeAcibt.  ______  

PROBLEM  SETTING 

Metropolitan  School  District  is  conducting  a  curriculum  project 
under  contract  with  the  National  Science  Foundation  (N.S.F.).    The  project 
goal  is  to  produce  short  science  lessons  geared  to  the  local  area.  Climate, 
terrain  and  ecology  are  particular  to  certain  geographical  regions  of  the 
United  States.    The  study  of  science  in  these  regions  can  be  facilitated  if 
lessons  are  built  to  utilize  the  natural  surroundings. 

Geology,  ecology,  zoology,  botony  and  other  science  areas  which  have 
specific  application  to  the  local  area  are  to  be  utilized  in  lesson  devel- 
opment.   The  lessons  are  to  be  designed  for  fifth  and  sixth  grade  students. 

The  project  runs  for  a  full  year  and  is  divided  into  six  time 
periods.    Lesson  materials  are  to  be  sent  to  N.S.F.  every  eight  weeks  as 
they  are  developed.    The  project  should  produce  30  lessons- -five  lessons 
for  each  eight-week  period. 

The  contract  is  such  that  the  Metropolitan  School  District  receives 
money  each  time  five  are  received  and  accepted.    The  school  system  is  not 
providing  any  additional  funds,  but  is  providing  all  facilities  and  start- 
up equipment.    Special  services  are  provided  at  a  reduced  price.  The 
project  is  responsible  for  personnel,  new  equipment,  and  materials. 

The  project  thus  far  has  produced  five  lessons  (A,  B,  C,  D,  and  E) 
and  is  operating  in  the  second  time  or  work  period.    To  simplify  the  prob- 
lem, assume  that  you  are  only  concerned  with  the  second  work  period  of  the 
project.    Personnel  includes  the  project  director  and  five  lesson  devel- 
opers.   Data  from  the  first  period 'indicates  the  work  rate  for  the  staff 
is  that  one  person  working  full  time  can  produce  one  lesson  in  eight  weeks. 
This  work  rate  also  applies  when  several  people  work  on  the  same  lesson, 
i.e.,  two  people  can  complete  one  lesson  in  four  weeks.    Assume  that  each 
staff  member  has  a  working  knowledge  in  nil  of . the  science  areas. 
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Lesson  9 --Project  Operations --Moni tor ing  and  Control 

Exercise  A 


ViA&cXiovu>:    In  youh.  nolo,  a*  project  dAAioJioK  you  h<k±<u.\hl  tkz  AollowiMg 
'  6ta£uu>  KaponX  duAlng  the.  second  wonk  peAwd.    Study  tke.  Ktpo>vt  and 
cLMvoeA  tht  question  that  bottom.  '  


PRqTECT  STATUS  REPORT- -SECOND  WORK  PERIOD 
Work  Status 

Lesson  Current  Status 

Lesson  F  Complete 

Lesson  C,  Complete 

Lesson  H  3/4  Complete 

Lesson  I  I/2  Complete 

Lesson  J  1/2  Complete 

Expenditures  to  Date 

Item 

Projector  Director  $  1,800 

Personnel  (5  people)  7,500 

Materials  700 

Equipment                                   '  450 


Special  Services 


300 


TOTAL  $10,700 


Turn  tkz  page. 
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Question:  If  you  can  identify  any  time,  cost,' or  performance  deviations, 
indicate  them  below.    If  you  cannot,  explain  why  not. 


TuAn  the,  page,  and  check  you/i 


427 
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Lesson  9--Project  Operations --Monitoring  and  Control 

Exercise  A- -Solution 


VIwvUom:  Voua  cmawqA  to  ExetcXae  A  Akould  appKoxAmata  thz  toZixtlon 
glvzn  b&tovo.    Read  thz  toluution  and  tuAn  thz  page  ion.  Exzkcaaz  8. 


Question:  If  you  can  identify  any  time,  cost,  or  performance  deviations, 
indicate  them  below.    If  you  cannot,  explain  why  not. 


Cannot.  No  plan  U  aivzn  wUk  wktch  uou.  can  compare  tkz  actual 
situation  In  oKdzn  to  Xdzntiju  dzvlation*  Uom  thz  plan.  
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Lesson  9- -Project  Operations --Monitoring  and  Control 

Exercise  B 


ViAectLon* :  U6ing  the  pioject  AtatuA  K^poKt  given  In  Exe*cX6e  A, 
a>u>WQA  the  question  below. 


Question:  What  information  do 'you  need  in  order  to  determine  time, 
cost,  and  performance  deviations. 


a. 


b. 


c. 


d. 


Tii/m  tilt  paqe  and  check  youA 

H116MA . 
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Lesson  9 -.-Project  Operations- -Monitoring  and  Control 

Exercise  B- ^Solution 


V<Oi<Lc£ion&i  Voua.  anAweA.  to  IxeAciAt  B  should  approximate,  the.  solution 
givm  bztou).    Read  the.  solution  and  twin  the.  page,  lox  ExeJicUe.  C. 


Question:  fchat  information  do  you  need  in  order  to  determine  time  and 
cost  deviations? 

a.    The,  date,  oh  the,  fitpont.  __^T____  — - 


b. 
c. 
d. 


The,  time,  schedule,  fan  completion  oj  thi  leAt>ont>.  

Thi  budget  and  expenditure  plan  and  twite  joK  the.  work  period. 
Information  indicating  whether  or  not  the,  completed  leA6on&  have 
met  the  leAAon  6pe.ci6icatiovu> .  „  
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Lesson  9- -Project  Operations --Monitoring  and  Control 

Exercise  C 


VirJecMoni:  The  px.oje.ct  manage*  K.e.cetveA  the  lolloMina  fieviAed  pH.oje.cA 
6t<Uut>  nvpoHX.    Study  it  and  anMDeA  the.  question  that  &oltom . 


hroject  Title: 
/Planned  Duration: 


PROJECT  STATUS  REPORT. 


Curriculum  Revision 


Eight  weeks 


Current  Project  Date:  End  of  sixth  week 

Schedule  and  Performance  Status 


Schedule 

Performance 

Item 

Planned 

Completion 

Date 

Present 

Schedule 

Status 

Planned 

Work 

Status 

Present 

Work 

Status 

Specifica- 
tion 
Review 

Lesson  F 
Lesson  G 
Lesson  H 
Lesson  I 
Lesson  J 

8th  week 
8th  week 
8th  week 
8th  week 
8th  week 

i — . 

ahead 
ahead 
;  on 
;  behind 
j  behind 

3/4  complete 
3/4  complete 
3/4  complete 
3/4  complete 
3/4  comple/te 

complete 
complete 
3/4  complete 
1/2  complete 
1/4  complete 

i  ok 
ok 

I 
1 

Financial  Status  / 


Item 

Planned  Expendi- 
tures for  total 
proj  ect . 

Planned  Expen- 
ditures fpr  6 

weeks 

Current 
Expendi- 
tures 

Permissible 
Deviation 

Limits 

Project  Director 

$  2,400 

$  1,800 

$  1,800 

+  10% 

Personnel  (5 

people) 

12,000 

9,000 

7,500 

+  10% 

Materials 

1,000 

750 

700. 

+  10* 

Equipment 

500 

375 

450 

+  10% 

Special  Services 

400 

300 

300 

*  10% 

TOTAL 

'  $26,300 

$11 ,225 

$10,700  | 
1 

Not  to  be 
overspent 

TaAn  the  page. 
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Question:    Briefly  describe  each  of  the  deviations  from  the  project  plan  . 
that  you  can  discover  by  comparing  actual  project  status  with  planned 
status  in  the  Revised  Project  Status  Report  on  the  previous  page. 

1.   ,  


2. 


3. 


4. 


5. 


TuAn  tii&  page,  and  check  youJt  olvU>u)ca. 
k„ ...  — — —  1  '  ■' 
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Lesson  9--Project  Operations --Monitoring  and  Control 

Exercise  C-- Solution 

ViKzcttou:    Read  the  solution  to  ExeACAAe  C  given  below.    Voua  aniwetu 
should  approximate  tko^e  given.    A  bnJLeh  explanation  ofi  the  anAweJti  lt> 
provided  to  help  dLaKlfoj  thorn.   


Question:    Briefly  describe  each  of  the  deviations  from  tne  project 
plan  that  you  can  discover  by  comparing  actual  project  status  with 
planned  status  in  the  Revised  Project  Status  Report. 

1.  Let*  on*  T  and  G  wene  finished  early.  [Then  should  only  3/4 
\complete  at  thlJ*  tiim. )  ,   -  

2.  Wo/ife  on  LebAon  1  and  J  ls>  behind  schedule.    (Theu  should  be  

3/4  complete,  but  I  if>  V/'2  complete  and  J  Id  1/4  complete.)  . 

3.  Budget  Item  "personnel"  U  underspent  and  beyond  vermib&lble 
LbnitA.    {Should  have  spent  $9,000  at  thu  time.)  a  

4.  Budget  Item  "materials"  it,  underspent  but  within  permissible 
limits.     [Should  have  spent  $750  at  this  tune.)  

5.  BudgeX  itm  "  zqwipmznt"  i&>  ov&up&nt  and  hzijond  pyimAj^JSlblz 
JUmiU.   {$375  +  10%  0&  $375  -  $412.50,  not  $450).  


Tuam  tht  page,  and  ptioczzd. 
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Lesson  9 --Project  Operations --Monitoring 
and  Control 

Directions  and  Choices  Following  the  Practice  Exercises 


8o6 ed'apon  tke  6  elf- evaluation  of  youn.  peKfotwance  on  the  exetelbe, 
you  have  eithen 

"  •  •  • 

A.  acceptably  batiAfied  the  objective  of  Identifying  problem  In 
a  project  vooik  effonX  and  should  now  tuJin  to  the  po*t-te±t 
found  on  page  9.23. 

An  additional  example  on  problem  identification  lb  found  begin- 
ning on  page  9.25.    Reference*  foi  additional  leading  aKe 
Ut>ted  on  page  9,2S, 

B,  not  tatufled  the  objective,  and  should  select  one  on.  mole 
of  the  following  count>ei>  of  action, 

U    Study  tke  additional  example  beginning  on  page  9,25,  and 
then  KWOKk  the  exeAci&u  beginning  on  page  9,1$, 

2,  Head  Chapter  Ten  of  educational  Project  Management  by 
Ve&mond  L,  Cook,  and  then  lewoik  the  exetcU  et  beginning 
on  page  9, 13,       v  . 

3.  Reivon.fi  the  exeKcU  ^beginning  on  page  9,13, 

■  i 

4,  View  the  hllde-tape  ptiuentatlon;  indtAuctiond  axe  on 
page  9.6.    kften.  the  pie6entatlon,  Kewonk  the  exeAciAeb 
oeglnnlng  on  page  9.13, 

5.  Read  the  let>&on  nawiative  b^ginnimj  on  page  9.7,  and 
then  nwotik  the  exe*cXae6  beginning  on  page  9.13. 


! 
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Lesson  9 --Project  Operations  --Monitoring  and  Control 

Post -Test  .  . 

VUacUont:    Pleate  take  time  to  cjojieiuUy  anhvie*  the  muiMple  choice,  and 
VuieUaUe  'que4twn&  given  below.    Po*  thi  multiple  choice.  queUwM 
uou  (Via,  to  cVucle  one  collect  on  but  aMweJi  (A,B,C  on.  V)  and Joi  the 
tuAe  and  {aJtie  youcJCe  to  Indicate  the  conxect  Ket>poMe  uuXh  the  IctteK 
T  F. 

Pleate  mite  the  la&t  iovJi  dlgU*  oi  youA  SocUl  SecunlXy  number  on  the 
tine  below  to  thaTZke  page*  .can  be  UenXiiled  in  the  event  they  become 
6epaMted_  • 

1.  What  is  the  commonly  accepted  management  definition  of  a  problem? 

« 

A.  An  unanswerable  question 

B.  A  deviation  from  plan 

C.  A  decision  to  be  made 

D.  A  lack  of  staff  initiative 

2.  The  basic  function  of  a  reporting  system  is  to  present  the  project 
manager  with  a  current  view  of  what  project  conditions? 

:  A.  Actual  situation  and  planned  status 

B.  Planned  situatioji  and  project  proposal 
;  C.  Past  situation  afid  present  status 

D.  Planned  situation  and  negotiated  contract 

V 

3.  '  What  is  the  first  step  in  applying  the  "control  concept  in  the 

operations  phase  of  a  project? 

A.  Problem  solution 

s  B.  Problem  identification 

C.  Problem  analysis 

D.  Progress  reporting 

4.  What  major  activities  comprise  the  operational  control  phase  of  the 
project  life  cycle? 

A.  Problem. identification  and  estirating  budget 

B.  Constructing  resource  schedule  and  preparing  time  estimates 

C.  Developing  project  procedures  and  preparing  work  flow  diagrams 

D.  Problem  identification  and  corrective  actions 
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5.  Haw  can  control  be  most  effectively  exercised  during  the  life 
cycle  of  a  project? 

A.  Constructing  network  diagrams 

B.  Developing  many  evaluation  reports  .  , 

C.  Identifying  points  of  accomplishment  to  be  monitored 

D.  Measuring  the  behaviors  of  staff 

6.  What  is  the  first  step  usually  followed  by  the  pjro j ®ct jnaiMNger 
in  the  operational  control  phase  in  order  to  insure  that  most 
serious  problems  are  solved  first?  •  * 

A  Preparing  a  priority  ranking. of  the  alternatives 

b!  Preparing  a  priority  ranking  of  the  deviations 

C.  Developing  a  project  information  system 

D.  Implementing  the,  project  reporting  system < 

7.  What  is  the  foundation  for  problem  identification  in  a  project? 

A.  Budget  document 

B.  Project  schedule 

C.  Project 'handbook 

D.  Project  plan  , 


UdUati  vokvtkvi  thi  itatwznU  tUtzd  beloiM  a/te  tmt  on.  iaUt  by  mating 
a  T  on.  F  on  the.  tint. 


8t   For  a  project  control  points  are  calendar  dates,  dollar  allocations, 

and  performance  specifications. 

9.  Progress  reports  should  always  be  in  written  form 

10.   The  time  inherent  in  oral  reporting  can  be  minimized  by  adopting 

briefing  techniques. 

11#         The  control  process  recycles,  sometimes  through  the  life  of  a  project 

12.   Control  is  basically  a  problem  solving  process. 

13.  The  method  of  employing  standards  and  bounds  creates  a  rationale 
 for  judging  the  significance  of  a  deviation 

14.  The  criteria  used  to  establish  both  standards  and  limits  depends 
only  upon  the  project  contract. 


Check  gouJi  avu>u)eM  on  tnt  ^ollov^nQ 
page.  
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Lesson  9 --Project  Operations  - -Monitoring  and  Control 
Directions  and  Choices  Following  Lesson  Post-Test 


Direction*:    The  correct  anAwenA  to  LeAhon  9 
po6t-teAt  are  liAted  down  the  right  margin. 
Check  your  correct  reApon&eA. 


direction* :    Ih  you.  answered  eleven  on.  leA* 
qu.eAti.on6  correctly,  you  have,  not  .acceptably 
demon* tXated  knowledge,  oh  problem  Identlhica- 
tlon  and  *hould  Select  one.  oh.  mole,  oh  the, 
hollowing  couAAeA  oh  action. 

1.  View  the.  *  tide- tape  presentation  . 
by  turning  to  page.  9.6  and  proceed- 
ing.   k(ter- the  presentation,  turn 
to  the.LeAAon  Quality  Control  Form 
on  page.  9.29. 

2.  Read  the.  leAAon  narrative  beginning 
on  page.  9.1,  and  then  tarn  to  the. 
LeA&on  Quality  Control  Form  on  page. 
9.29. 

\  '  - 

\  3.    Read  ChapteA  Ten  oh  Educational. 

•    Vn.oie.ct  Management  by  VeAmond  L. 

Cook,  and  thin  twin- to  the.  LeAAon 

Quality  Control  Form  on  page.  9.29. 

4.    Study  the.  additional  example  begin- 
ning on  page.  9.25,  and  then  tarn  to 
the  LeAAon  Quality  Control  Form  on 
.  page.  9. 29. 

5^    Rework  the  le**on  poAt-teAt,  and  then 
*  .   tuxn  to  the.  LeAAon  Quality  ContAol 
Form  on  page.  9.29. 

VlrectionA:    lh  you  anAwered  twelve.  or. more  ques- 
tion* correctly,  you  have,  acceptably  demons trated 
knowledge,  oh  problem  identification  and  should 
now  tuAn  to  the  LeAAon  Quality  Control  Form'  on 
page  9.29.    'An  additional  example  oh  problem  Iden- 
tification lt>  hound  on  page  9.25.    ReherenceA  tfoA. 
additional  reading  are  lilted  on  \oage  9.2S.  


Multiple  Choice 


1.  B 

2.  A 

3.  B_ 

4.  D  . 

5.  C  . 

6.  B 

7.  D, 

True/False 

8.  T 

9.  F 

10.  T 

11.  v- 

12.  T 

13.  T 

14.  F 
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Lesson  9 

Lesson  9-Project  Operations -Monitoring  and  Control 
■<      Additional  Example 


Smithville  Schools  has  been  running  a  summer  curriculum  revision 
project  in  junior  high  mathematics.    The  goal  of  the  project  is  to 
prepare  course  guides  for  use  by  teachers.    A  guide  is  to  be  prepared 
for  mathematics  7,  mathematics  8,  general  mathematics  (GM),  Algebra  1 
(Al)  and  mathematics  7A '(accelerated) .    The  project  stiff  includes  the 
mathematics  supervisor  at  half  time  (project  director),  six  mathematics 
teachers  at  full  time,  and  one  secretary  at  full  time.    The  project  is 
planned  to  run  for  eight  weeks.    At  the  end  of  the  fourth  week  . 
the  project  director  received  the  project  status  report  appearing  on 
the  following  page. 
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PROJECT  STATUS  REPORT 

Mathematics  Course  Guides  . 

Eight  weeks  ' 

End  of  the  fourth  week 


Schedule  and  Performance  Status 


1 
1 

Schedule 

Performance 

Item 

*> 

Planned 

Completion 

Date 

•Present 

Schedule 

Status 

Planned 

Work 

Status 

Present 

Work 

Status 

Specifica- 
tion 
Review 

Math  7  Guide 

4th  week 

behind 

complete 

1/2  complete 

not  reviewed 

Math  7A  Guide 

8th  week 

on 

start  Sth 
week 

not  started 

not  reviewed 

Math  8  Guide 

4th  week 

behind 

complete 

1/2  complete 

not  reviewed 

GM  Guide 

6th  week 

on 

1/2  complete 

1/2  complete 

not  re  'lewed 

AI  Guide 

8th  week 

on 

start  Sth 
week 

not  started 

not  reviewed 

Financial  Status 

Item 

Planned  Expen- 
ditures for 
Total  Project 

Planned 
Expenditures 
for  4  weeks 

Current 
Expendi- 
tures 

Permissible 

Deviation 

Limits 

Personnel 

$14,600 

$  7,300 

$  6,800 

+  5* 

Equipment 

600 

300 

285 

+  10% 

Materials  and 
Supplies 

1,000 

500 

400 

Indirect  Costs 

6,400 

3,200 

2,800 

+  10% 

Grand  Total 

$22,600 

$11,300 

$10,285 

Not  to  be 
overspent 
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Project  Title: 
Planned  Duration: 
Current  Project  Date: 
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After  studying  the  above  project  status  report,  the  project  man- 
ager identified  the  following  deviations  from  the  project  plan. 

1.  MATH  7  GUIDE  is  behind  schedule. 

2.  MATH  8  GUIDE  is  behind  schedule. 

:■>.    PERSONNEL  is  underspent  and  beyond  the  51  permissible  limit. 
;$7,300  -  (.05  x  $7,300)  -  $6,935,  which  is  greater  than 
$6,800  actual] . 

4.  EQUIPMENT  is  underspent,  but  within  the  10%  permissible  limit. 
[$300  -  (.10  x  $300)  =  $270,  which  is  less  than  the  $285  actual] 

5 .  MATERIALS  AND  SUPPLIES  is  underspent  and  beyond  the  10%  per- 
missible limit.    [$500  -  (.10  x  $500)  =  $450,  which  is  greater 
than  the  $400  actual]. 

6.  INDIRECT  COSTS  is  underspent  and  beyor^  the  10%  permissible 
limit.    [$3,200  -  (.10  x  $3,200)  =  $2,880,  which  is  greater  „• 
than  $2,800  actual]. 

Having  identified  the  above  deviations  or  problem,  the  manager's 
concern  was  with  determining  what  to  do  about  it.    Since  the  financial 
expenditures  are  not  tied  to  the  work  performed  in  this  typical  project 
status  report,  it  is  difficult  to  immediately  discover  the  cause  of  the 
problem.    Discovering  the,  cause  of  the  problem,  generating  alternatives, 
and  selecting  a  problem  solution  from  among  the  alternatives  is  discussed 
in  Lesson  10. 
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Lesson  9  9*Z8 

Lesson.  9--Pro-jcct  Operations --Monitoring  - 
and  Control 

Reading  References 

Additional  knowledge  about  problem  identification  can  be  obtained 
by  reading  from  the  references  cited  below: 

Archibald,  Russell  D,  and  Richard  L.  Villoria.    Network-Based  Management 
Systems.    New  York:   John  Wiley  and  Sons,  Inc. ,  1968,  pp.  413- ZI. 

Baumgartner,  J.  S.    Project  Management.   Homewood,  111.:    Richard  D. 
Irwin,  Inc.,  1963,  Chapters  3,4,  and  10. 

Cook,  Desmond  L.    Educational  Pro i ect  Management .    Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  fO. 

Wbodgate,  H.  S.    Planning  by  Network.    London,  England:    Business  Publi- 
cations, Ltd. ,  196?,  Chapter  9    and  Chapter  12,  pp.  272-89. 
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Lesson  9 --Project  Operations --Monitoring  and  Control 


Lesson  Quality  Control  Form 


direction*'.    Please  take  time,  to  caxeiulXy  an&weA  the  ioun.  questions  given 
below.    Voua  an&weM  will  provide,  valuable  inionmation  ion.  the.  Kevislon  and 
impnovcment  oi  this  lesson,    feel  in.ee  to  wnZte.  additional  comment*  ok 
necommendations  on  the  back  oi  this  ionm.    YouA  Kespon&is  will  be  kept 
^tnictly  confidential.    Please  unite,  the  last  iouJi  digit*  oi  youK  _  Social 
canity  numben.  on  the  line  below  so  that  the  page*  can  6e  identliied  in 
the  event  they  b ecome  s  epanated  . 

Thank  you.  ion  youh  assistance. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


TuAn  the  page  and  proceed 
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Lesson  9 --Project  Operations --Monitoring 
and  Control 

Termination  Instructions 


Upon  completion  oi  the.  Lesson  Quality  Control  Foam,  yon  okc  &o> 


TzaA  oat  and  staple  the.  page*  oi  the.  Lesson  duality  Control  Tom. 
Fla.ce.  the  bom  In  the  special  envelope  provided. 
MaiZ  the,  envelope  to  Resean.cn  ho*.  Better  Schools,  Inc.,  Suite.  1700, 
UWMaKke.tStAe.eX,  VhiladeZpkia,  Pennsylvania  19103. 


•  Tku>  lesson  on  project  operations  i£>  noty  completed.    Lesson  1Q  entitled 
"Problem-Solving  Through  Management  Action"  is  the.  next  lesson  in  tint 
6zque.nct;  you  axe.  advised  to  locate  the.  lesson  booklet  and  tern  'the 
introductory  pages.   _____  
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Lesson  10  --  Problem- Solving  Through  Management  Action 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 

1700  Market  Street 
Philadelphia,  Pennsylvania  19103 
May  1973 
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Lesson  10- -Problem- Solving  Through 
Management  Action 

Introduction  to  Lesson 

This  lesson  contains  the  following  items.   Make  sure  that  each 
item  "is  present  before  starting  to  work  through  the  lesson. 

Page 

A.  Booklet  containing  the  following  items 

Introduction  to  lesson  Ijj.l 

Overview  and  objectives  }nx 

Pretest  ,  i[|«~ 

Lesson  abstract  and  content  outline.  10.© 

Lesson  text  ;.  .  .  .  10.9 

Exercises  on  problem- solving  10.20 

Post- test'  •  10. 

Additional  examples.  .  .  10#,7 

Reading  references  10.39 

Lesson  Quality  Control  Form   10.40 

B.  Set  of  Color  Slides  entitled  "Module  2- -Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  10- -Problem- Solving  Through  Management 

Action.'.' 

C.  Cassette  Tape  entitled  "Module  2--Basic  Principles  and  Techniques  of 
Project  Management,  Lesson  10- -Problem- Solving  Through  Management 
Action." 

EQUIPMENT  NEEDED.  The  following  equipment  will  be  required  for  this  lesson 
and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

TIME  REQUIRED.    Tl^ tape -slide  presentation  runs  approximately  15  minutes, 
the  exercise  takes  approximately  30  minutes,  and  about  80  minutes  is  needed 
to  complete  the  entire  lesson. 


Module  2  10.2 
Lesson  10* 

Lesson  10-Problem- Solving  Through  Management  Action  - 
Overview  and  Objectives 

OVERVIEW 

The  previous  lesson  developed  the  concept  of  problem  identifica- 
tion during  the  operation  of  a  project.    This  lesson  presents  proce- 
dures for  analyzing  the  cause  of  problems  and  examining  various  alter- 
native solutions.    A  rationale  for  weighing  alternatives  is  given  such 
that  one  alternative  solution  is  indicated  over  the  others.   The  next 
lesson  deals  with  implementing  the  chosen  solution. 

OBJECTIVES  y 

The  student  in  completing  the  lesson  should  acquire  knowledge 
about  project  control  and  its  relation  to  problem- solving  actions. 
The  specific  objectives  of  the  lesson  are  as  follows: 

1.  The  student  will  be  able  to  establish  a  set  of  needs/likes 
criteria  useful  in  the  selection  of  an  alternative. 

2.  The  student  will  be  able  to  develop  alternative  courses  of 
action  for  dealing  with  a  deviation  from  the  plan. 

3.  The  student  will  be  able  to  act  upon  the  information  secured 
for  each  alternative  and  choose  the  alternative  most  likely  to  remedy 
the  problem  situation  or  deviation  from  plan. 
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Lesson  10- -Problem  Solving  Through  Management  Action 

Pretest 


Visitation*:     Piza&z  takz  time,  to  canz^uJUy  an&wzn  thz  multiple,  choicz 
and  tnuz/^al&z  question*  given  bzlotti.    Ton  thz  multiplz  choice,  question* 
you  anz  to  cinelz  onz  connzct  on  bz&t  an&wzn  (A,B,C  on.  V)  t  and  Ion  thz 
tnuz  and  ^aJUz  you  ant  to  indicate  thz  connect  nz&pon&z  utith  thz  Izttzn 
T  on_  F. 

VHzomz  wnitz  thz  lait  faun  <Hgtt6  ojj  youn  Social  Szcunity  numbzn 
on  thz  linz  bzlou)  60  that  thz  pagz&  can  bz  identi^izd  in  thz  zvznt 
thzy  bzcomz  t>zpana£zd  . 

1.  From  the  project  management  point  of  view,  what  is  the  first  activity 
in  decision-making?    *  N 

A.  Specifying  the  causes  of  the  problems 

B.  Specifying  the  means  for  solving  problems 

C.  Specifying  the  results  or  ends  that  are  to  be  achieved 

D.  Developing  the  competencies  of  project  staff 

2.  Should  there  be  any  restrictions  on  how  many  alternatives  a  project 
manager  and  his  staff  can-  develop  initially  in  solving  an  operational 
problem?  Why? 

A.  Yes,  because  one  alternative  removes  confusion 

B.  Yes,  since  only  two  or  three  alternatives  are  lijcely  to  bo  useful 
or  practical 

C.  No, because  projects  require  many  alternatives 

D.  No,  since  potential  alternatives  could  be  overlooked 

3.  What  is  the  initial  standard  against  which  possible  solution  alter- 
natives are  judged? 

A.  Statement  of  likes 

B.  Statement  of  needs 

C.  Staff  Acceptability 

D.  Project  plan 

4.  Whom  should  the  project  manager  primarily  involve  in  developing 
potential  alternative  courses  of  action? 

A.  All  project  staff 

B.  Contracting  agency  program  officer 

C.  Project  personnel  familiar  with  the  problem 

D.  Departmental  Supervisors 
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5.  Will  any  time,  cost  and, performance  trade-off's  occur  in  the  develop- 
ment of  alternative  solutions? 

•  » 

A.  Yes,  all  three  will  be  involved  . 

B.  No,  they  are*  only  of  concern  in  the  project  planning  phase 

C.  No,  they  are  only  of  concern  in  the  project  preparation  phase 

D.  No,  they  can  be  overlooked  in  solving  problems 

6.  What  is  generally  considered  as  the  most  serious  change  in  the  project 
•  plan? 

V 

A.  To  modify  slightly  the  work  breakdown  structure 

B.  To  revise  the  project  budget 

C.  To  modify  some  project  schedules  . 

D.  To  modify  thoroughly  the  project  goal  or  mission 

7.  What  should  be  the  final  output  of  a  staff  meeting  devoted  to  progress 
reporting? 

-A.  A  priority  listing  of  deviations 

B.  A  set  of  possible  problem  solutions 

C.  A  statement  of  decision  objectives  or  goals 

D.  Revision  of  the  data  basej 


UdLccuti  uohtthzK  tkz  UotwzviU  tutzd  bztou)  oa<l  tme.  o±  iaUz  by  iMtUtuiQ 
a  T  on.  F  on  the.  tint. 


8.   in  most,  cases  a  deviation  occurs  because  of  seme  unplanned  change. 

9.  The  Tinal  output  of  the  problem  identification  step  in  ^'project 
is  a  priority  listing  of  "Solutions. 

10.  Decision  making  from  a  project  management  point,  of  vie\ 
 consists  of  identifying  all  the  deviations  first. 

11         The  project  manager  must  develop  a  list  of  selected  needs  and  likes 
 'which  serves  as  standards  against  which  to  judge  alternatives. 

12.  The  project  manager  should  visualize  each  alternative  as  optional 
and  consider  the  effect  it  might  have  on  the  project. 

13.  The  selection  of  a  best  alternative  will  likely  be  the  result  of 
 trade-off's  between  the  various  advantages  and  disadvantages  of 

selected  prospective  alternatives. 

14         In  specifying  the   ends,  the  project  manager  must  delineate  both 

 results  expected  and  the  resources    availabe  for  carrying  out 

the  corrective  course  of  action. 
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Lesson  10-rProbJLem-Solving  Through 
Manag^nent  Action 

Directions  Following  Lesson  Pretest 


VtAectiont :   The  conflict  outwent  to  Luton 
10  pKetett  oJie  UAted  down  the  Alight  margin. 
The  ilxtt  column -one.  ioK-the  ilMt  page,' tke 
second  column  It  ion.  tke,  second  page  otf  the 
pietett.    Check  noun,  conjiect  fietpontet. 


Vln,ectlont:    11  you  antwened  eleven  on. 
lpj>t   question*  cosuiectly,  you  have  not 
acceptably  demonttKat.ed  knowledge  o^  the 
problem- solving  pAocett  and  should  Aead 
tk<L  let  ton  abttAact  and  content  outline 
beginning  on  page  10.6.    Then  begin  the 
tape-tilde  pietentatlon  by  twining  to 
the  InttAuctlont  on  page  10.8. 

li  you  antwened  twelve  ok 
moAe  quettlont  coAAectly,  you  have 
acceptably  demonttAated  knowledge  o^ 
the  problem- tolvlng  pAocett,  and  thould 
Kead  the  letton  abttAact  and" content 
outline  on  page  10.6.    Then,  11  you 
detlAe  to  tklp  the  tape-tlide  pieten- 
tatlon,  you  may  do  to  by  proceeding 
dlxectly  to  the  practice  exeAcUe  on 
page  10.10.    1^  you  do  detlxe  to  view 
tke  tape-tilde  pfietentatlon,  Win  to 
tke  InttAuctlont*  on  paae  10 J.  


Multiple  Choice 

1.  C 

2.  C 

3.  D 

4.  C 

5.  A 

6.  D 

7.  B 

True/False 

8.  T 

9.  T 

10.  F 

11.  T 

12.  T 

13.  T 

14.  T 
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Lesson  10- -Problem- Solving  Through  Management  Action 
Lesson  Abstract  and  Content  .Outline 

ABSTRACT 

The  solution  of  a  problem  which  occurs  during  the  operation  of  a 

project-involves  the  determination  of  the  cause  of  the  problem,  the  gen- 
w 

eration  of  alternative  solutions,  and  the  selection  of  a  "best"  solution. 
The  selection  of  a  "best"  solution  is  facilitated  by  the  analysis  of  each 
alternative  on  the  basis  of  the  project  manager's  objectives  in  making 
his  choice  of  solution.    The  analysis  of  each  alternative  involves  a 
go/no  go  evaluation  against  each  "need"  and  the  assignment  of  a  weight 
for  each  "like." 

CONTENT  OUTLINE 

A     The  identification  and  solution  of  problems  in  the  operation  of  a 
project  is  a  fundamental  action  in  project  control.  Management 
action  is  needed  on  three  points.  . 

1.    To  determine  a  likely  cause  for  the  problem, 

To  develop  ideas  useful  in  analyzing  the  cause, 

3.    t)>  determine  what  corrective  or  adaptive  action  would  be 
^••^most  appropriate. 

-  f 

Problem-solution  centers  upon  a  decision  concerning  alternative 
'•/S  means  to  alleviate  the  problem  (deviation) . 

1.  The  desired  outcomes  or  ends  are  to  be  specified. 

a.  The  end  results  and  required  resources  are  i  ted. 

b.  The  ends  are  ranked  in  terms  of  "needs"  and  "likes"  where 
needs  are  absolute  requirements  and  likes  are  desirable 
requirements  in  the  outcomes. 

c.  The  likes  are  ranked  and  given  weights. 

2.  Buying  a  car  is  a  situation  which  permits  the  use  of  a 
needs- likes  analysis. 
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C.  Alternative  solutions  for  resolving  the  problem  are  developed  by: 
•    l. •  determining  time,  cost,  performance  trade-offs, 

2:    altering  goal  or  plan  to  fit  the  actual  conditions.- 

D.  The  alternative  which  offers  the  highest  likelihood  of  solving  the 
problem  is  selected  on  the  basis  of: 

1.  a  go /no  go  evaluation  for  each  "need," 

2.  the  weight  on  each  "like,"  '  . 

3.  the  multiple  of  weights  and  "satisfying  score"  for  each  like 
within  an  alternative, 

4„    the  sum  of  the  multiples  for  each  alternative, 

5.    the  set  of  consequences  surrounding  each  alternative  including 
probabilities  and  threats. 


0 


Tuavi  to  the.  pn.eAentation  ln6&iucJtLon6  on 

the.  totlowing  page  on.  II  going  dinzctly 

to  the,  Ite&on  exeAOstieA ,  tmnn  to  page.  19.  tu, 
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Lesson  10- -Problem- Solving  Through  Management  Action 

Instructions  / 


U    Set  up  the.  recorder,  projector,  and  screen. 


2.  Vla.ce  the  carousel  tilde  tray  onto  the  projector  and  advance  the 
tray  to  the  Ulde  marked  Module  2-  Battc  Principle*  and  Technique* 
oi  Project  Management,  Lew  on  10 —Problem-Solving  Through.  Management 
Action. 

3.  Place  the  cai>*ette  tape  ^or  tivU  le&bon  Into  the  recorder  and  rewind 
to  the  rewind  *>top. 

4.  Start  the  recorder  and  Advance  the  &UdeA  with  the  "change  tone." 
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Lesson  10--Problem  Solving  Through  Management  Action 

Lesson  Text 

Introduction 

In  the  previous  lesson  the  monitoring  of  project  progress  and  problem 
identification  was  described.    The  output  of  this  process  is  a  priority 
listing  of  current  deviations  or  problems.    This  lesson  is  concerned  with 
the  next  step- -problem  solving. 

Determining.  Problem  Cause 

.After  having  identified  a  deviation,  the  project  director  must  fully  , 
investigate  all  aspects  of  the  problem  in  order  to  determine  why  it  has 
occurred.    In  most  cases  a  deviation  occurs  because  of  some  unplanned  or 
unanticipated  change.    Some  examples  of  unplanned  or  unanticipated  changes 
are  staff  illness,  staff  conflict,  late  arrival  of  materials  and  supplies, 
arrival  of  materials  and  supplies  of  the  wrong  type,  or  inability  of  the  staff 
to  perform  at  the  expected  level. 

If  the  project  manager  cannot  readily  identify  the  situation  that 
caused  the  deviation,  several  alternative  ideas  or  hypotheses  regarding 
what  change  my  have  occurred  can  be  developed.    Tnese  ideas  should  be 
developed  into  precise  statements  to  be  tested  later  to  determine  the  likely 
unplanned  change  causing  the  problem. 

Once  the  project  manager  has  generated  a  seemingly  complete  list  of 
statements  of  probably  problem  causes,  he  should  test  each  statement  to 
determine  the  true  cause  of  the  problem.    In  testing  the  statements,  the 
project  manager  tries  to  eliminate  or  discredit  each  statement  by  asking  if 
the  stated  unplanned  situation  could  result  in  the  reported  deviation.  That 
is   would  it  cause  what  is  observed,  and  nothing  more? 

45.3 


...  .    ,  \  J>  10.10 

Module  2  \  . 

Lesson  10 


By  this  process  of  elimination,  the  project  manager  is  able  to  determine 
the  cause  of  the  deviation  or  problem. 

Problem  Solution 

After  determining  the  cause  of  a  problem,  the  project  manager  mist 
develop  a  solution  to  the  problem.    One  alternative  is  to  eliminate,  if 
possible,  the  cause.    If  he  cannot  eliminate  the  cause,  he  must  then  try  to 
minimize  the  effect  of  the  cause  by  taking  some  type  of  adaptive  action  which 
reduces  the  significance  of  the  immediated  deviation,  or  problem,  and  possible 
future  deviations.    In  either  case,  the  project  director  must  make  a  decision 
on  the  appropriate  course  of  action  to  correct^the  deviation.  Decision- 
making consists  of  specifying  the  result  that  must  be  achieved,  developing 
alternative  courses  of  action  to  achieve  that  result,  and  selecting  the  most 
desirable  alternative  by  using  criteria  of  advantages  and  disadvantages. 

Specifying  Results :  The  project  manager  and  staff  must  first  specify  the 
results  or  ends  they  want  to  achieve.  For  example,  to  keep  the  project  on 
schedule,  etc.  In  specifying  the  ends,  the  project  manager  must  delineate 
both  the  results  expected  and  the  resources  available  for  carrying  out  the 
corrective  course  of  action.  Consider  the  example  of  a  project  being  off- 
its  time  schedule  due  to  insufficient  staffing.  In  this  case,  the  expected 
results  might  be  that  the  project  manager  must  acquire  an  additional  staff 
member  to  stay  on  schedule,  but  within  a  maximum  weekly  salary  of  $200. 

Once  the  project  manager  has  determined  generally  what  he  wants  to 
accomplish,  he  ^.ould  try  to  specify  it  in  more  detail.    The  more  specific 
he  can  be,  the  easier  it  will  be  to  develop  alternative  courses  of  action 


Module  2 
Lesson  .10 


10.11 


9 

ERIC 


to  satisfy  the  ends.    In  order  to  achieve  specificity,  the  project  director 
can  ask:    What  are  the  absolute  minimum  requirements?    (What  are  my  real 
"needs"?),  and  What  features  do  I  want  to  include?    (What  are  my  "likes"?). 

A  "need"  represents  an  absolute  necessity  which  cannot  be  violated. 
For  example,  suppose  a  project  proposal  must  be  submitted  by  a  certain  date, 
so  that  a  school  district  can  receive  'funds.    The  "need"  is  to  have  a  pro- 
posal by  a  certain  date.    Suppose  that  during  the  preparation  of  the  pro- 
posal, new  information  is'  obtained  wnich,  if  included  in  the  proposal,  might 
insure  the  grant  but  delay  the  proposal  beyond  the  set  date.    Such  informa- 
tion could  not  be  included  in  the  prpposal  because  it  would  violate  the 
concept  of  satisfying  a  "need".    A  "like"  is  something  not  absolutely  nec- 
essary, but  quite  desirable.    For  the  project  proposal  example,  the  "likes" 
might  be  to  have  the  proposal  bound  with  appropriate  covers,  consist  of 
approximately  50  pages,  offset  printed,  and  edited  by  a  professional.  Since 
some  likes  are  more  desirable  than  others,  they  should  be  ranked  according 
to  their  desirability.    The  ranking  can  either  be  done  simply  by  listing  the 
"likes"  in  their  order  o/ desirability  or  by  assigning  relative  weights  to 
each. 

To  illustrate  the  process  of  specifying  an  end  result,  consider  the 
example  of  a  man  who  needs  a  second  car,  or  other  means  of  transportation 
for  his  wife,  so  that  they  can  both  get  to  their  respective  places  of  em- 
ployment.   He  determines  the  "needs"  to  be— 

o  it  must  oo  a  car,  not  anything  like  a  pick-up  truck  or  motor  cycle, 

o  it  must  have  an  automatic  transmission,  .  .  . 

o  it  St  not  be  more  than  three  years  old  in  order  to  minimize  re- 

o  it^st^olt^ess  than  $2000,  due  to  budget  constraints, 
o  it  must  yield  at  least  15  miles  per  gallon  of  gasoline, 
o  his  wife  must  like  the  car. 

4- 'JO 


-  j  _  .  10.12 
Module  2  , 

Lesson  10 


He  determines  the  "likes"  to  be-- 

o  have  a  blue  finish,  clean  interior,  power  brakes,  air  conditioning, 

radio  and  good  tires, 
o  start  easily, 
o  run  smoothly, 
o  accelerate  fairly  rapidly, 
o  brake  well. 

Also,  if  it  is  bought  from  a  dealer,  the  dealer  should- - 

o  offer  a  guarantee, 

o  give  a  "good"  deal, 

o  have  a  good  service  reputation. 

After  listing  the  likes,  he  must  rank  them  by  reordering  the  list  or 
by  assigning  relative  weights  to  each.    He  then  gathers  information  by  look- 
ing at  alternative  cars  that  fit  the  list,  being  careful  to  see-that  the 
cars  do  not  violate  any  of  the  "needs"  and  still  score  high  in  satisfying 
the  various  "likes".    The  project  manager  mist  also  develop  a  list  of  "needs" 
and  "likes"  which  serves  as  a  standard  against  which  to  judge  alternatives. 
This  list  will  reflect  his  value  system  and  that  of  his  staff. 

Developing  Alternatives.  -    After  the  desired  ends  have  been  specified  for 
a  problem  situation,  alternative  courses  of  action  must  be  developed..  There 
are  usually  a  number  of  alternative  courses  of  action  that  will  solve  a 
particular  problem,  but  sometimes  there  is  only  one.    The  project  director 
should  develop  as  many  alternatives  as  possible.    Most  of  the  alternatives 
will  deal  with  trade-offs.    In  making  these  trade-offs,  care  should  be  taken 
not  to  drastically  affect  the  overall  project  plan,  especially  with  regard 

to  perfonnance  standards. 

In  developing  the  alternative  courses  of  action,  the  project  director 
should  consult  the  project  personnel  that  are  most  familiar  with  the  problem. 
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Because  of  their  intimate  knowledge  of  the  problem,  they  can  give  valuable 
advice.    Sometimes,  however,  the  personnel  most  familiar  with  the  problem 
have  difficulty  thinking  of  new  or  different  approaches.    Consequently,  it 
may  be  advantageous* to  use  experts  or  outside  consultants  in  the  problem 
area  to  help  generate  alternatives. 

Selecting  an  Alternative.  -   After  a  number  of  possible  alternative  solutions 
*  ^  to  the  problem  have  been  generated,  the  project  manager  compares  each  al- 

ternative  with  his  list  of  "needs"  on  a  go/no-go  basis.    Any  alternative 
which  does  not  satisfy  all  of  the  "needs"  is  deemed  unfeasible  and  is,  con- 
sequently, rejected.    The  project  manager  now  has  a  smaller  set  of  feasible 

alternatives.  •* 

Next,  he  compares  each  of  these  feasible  alternatives  with  his  list 
of  ranked  or  weighted  "likes".   Each  alternative  is  judged  against  each  of 
the  "likes".    If  the  project  director  chooses,  each  alternative  can  be 
assigned  a  number  to  show  how  well  it  satisfies  or  fits  each  of  the  "likes". 
This  can  be  done  by  assigning  a  value  of  satisfaction  on  a  scale  running  from 
1  to  10,  as  was  done  for  the  weighting  each  of  the  list  of  "likes".  Next, 
the  weight  of  each  "like"  is  multiplied  by  the  value  of  satisfaction  for  each 
alternative.    The  results  of  these  multiplications  are  then  added  to  obtain 
an  overall  score  for  each  alternative.    The  alternative  with  the  highest  score 
is  deemed  and  the  most  desirable,  or  "best",  alternative.    This  process  of 
judging  alternatives  against  each  of  the  "likes"  is  illustrated  in  Table  #1. 

In  selecting  an  alternative,  the  project  director  does  not  necessarily 
have  to  use  this  method.    He  can  choose  to  judge  intuitively  the  overall  rank 
Q  of  each  alternative  in  fitting  all  the  likes.    He  could  also  simply  count 
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Weight 
or 

Importance 


Alternative  A 


Satisfac- 
tion 

Value 


Subtotal 
(Weight 
X 

Value) 


Alternative  B 


Scale 
Value 


Subtotal 
(Weight 
X 

Scale 
Value) 


Alternative  C 


Scale 
Value 


Subtotal 
(Rank  times 

Scale 

Value) 


Table  #1- -Sample  Table  for  Judging  Alternatives 
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the  number  of  likes  satisfied  by  each  alternative  and  select  the  one  that 
satisfies  the  most  likes. 

Even  though  one  alternative  course  of  action  may  satisfy  all  of  the 
"needs"  and  have  the  highest  score  on  the  "likes",  the  result  of  selecting 
that  particular  course  of  action  may  yield  undesirable  consequences.  The 
project  manager  should  visualize  each  alternative  as  operational  and  con- 
sider any  possible  effect  it  might ^ave  on  the  project,  and  the  effect  that 
other  events  might  have  on  the  alternative.    The  project  manager  is  well 
advised  to  ask  his  staff  and  others  for  help  with  this  difficult  task.  The 
undesirable  consequences  of  the  two  or  three  alternatives  with  the  highest 
scores  or  rankings  should  certainly  be  considered  before  a  final  selection 
is  made.   Alternatives  with  highly  undesirable  consequences  should  be  rejected. 

Some  alternatives,  although  satisfying  fewer  "likes",  do  not  threaten 
to  result  in  undesirable  consequences.    The  project  manager  is  advised  in 
such  cases  to  estimate  the  probability  of  undesirable  consequences  resulting 
from  the  selection  of  somewhat  less  highly- ranked,  or  valued,  alternatives. 

The  selection  of  a  "best"  alternative  will  probably  be"  the  result  of 
trade-offs  among  the  various  advantages  and  disadvantages  of  several  pros- 
pective alternatives. 

An  example  from  a  real  project  may  help  to  illustrate  this  problem- 
solving,  decision-making  process  of  project  control.  A  periodic  progress 
report  described  a  situation  in  which  it  was  estimated  that  25  weeks  were 
needed  to  complete  the  project  end  product  (a  published  monograph)  and  that 
only  14  weeks  remained  before  the  monograph  was  due  to  be  completed.  Thus, 
the  project  will  have  an  11 -week  overrun.  The  cause  was  determined  to  be 
the  large  amount  of  artwork  to  be  done.    The  staff  then  met  to  consider 

4o0 


Module  2 
lesson  10 


other  alternatives.    One  possible  alternative  was  to  ask  for  a  time  exten- 
sibn.    The  next  two  were  concerned  with  cutting  down  the  time  to  be  spent 
on  artwork  by  simplifying  it  or  by  reducing  it.    Since  finishing  as  scheduled 
within  the  budget  was  a  "need",  the  first  possible  alternative  was  rejected 
from  final  consideration..   After  considering  the  advantages  and  disadvantages 
and  possible  undesirable  consequences  of  these  other  two  alternatives,  the 
project  manager  decided  to  both  simplify  and  reduce  the  amount  of  the  artwork 
but  not  to  eliminate  all  of  it.    He  traded  off  what  might  be  called  the  per- 
formance dimension  of  the  project,  in  order  to  maintain  the  time  schedule 
and  stay  within  the  budget  figure. 

Sunmary 

Resolving  deviations  or  problem- solving  is  the  second  step  in  the 
operations  phase.  This  step  involves  determining  the  cause  of  a  problem 
or  deviation,  specifying  desired  results  or  ends  relative  to  the  problem 
situation,  developing  alternative  courses  of  action  to  resolve  the  problem, 
and  selecting  a  "best"  alternative  by  comparing  the  various  alternatives 
against  the  specified  ends.  The  next  lesson  is  concerned  with  the  third 
step  in  the  operations  phase---  decision  implementation. 


Tu/m  to  page.  10,20  and  Ktad  the.  dtn.e-ctioYU> 
ion.  ImntUoM  A,  B,  C  and  V. 
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Lesson  10--Problem-Solving  Through  Management  Action 
Setting  for  Exercises  A,  B,  C,  and  D 


-BACKGROUND: 

Metropolitan  School  District  is  conducting  a  curriculum  project 
under  contract  with  the  National  Science  Foundation  (N.S.F.).    The  project 
goal  is  to  produce  short  science  lessons  geared  to  the  local  area.  Climate, 
terrain  and  ecology  are  particular  to  certain  geographical  regions  of  the 
United  States.    The  study  of*science  in  these  regions  can  be  facilitated  if 
lessons  are  built  to  utilize  the  natural  surroundings. 

Geology,  ecology.  7oologv,  botony  and  other  science  areas  which  have 
"specific  application  to  the  local  area  are  to  be  utilized  in  lesson  devel- 
opment.   The  lessons  are  to  be  designed  for  fifth  and  sixth  grade  students. 

The  project  runs  for  a  full  year  and  is  divided  into  six  time  periods. 
Lesson  materials  are  to  be  sent  to  N.S.F.  every  eight  weeks  as  they  are 
developed.    The  project  should  produce  30  lessons- -five  lessons  for  each 
eight -week  period. 

The  contract  is  such  that  the  Metropolitan  School  District  receives 
monov^each  time  five  arc  received  and  accepted.    The  school  system  is  not 
ProviuW  any  additional  funds,  but  is  providing  all  facilities  and  start- 
up equipment.    Special  services  arc  provided  at  a  reduced  price.  The 
project1  rsx responsible  for  personnel,  new  equipment,  and  materials. 

The  project,  thus  far  has  produced  five  lessons  (A,  B,  C,  D,  and  1;) 
and  is  operating  in  the  second  time  or  work  period.    To  simplify  the  prob- 
lem,, assume  that  you  are  only  concerned  with  the  second- work  period  of  the 
project.    Personnel  includes  the  project  director  and  five  lesson  developers. 
Data  from  the  first  period  indicates  the  work  rate  for  the  staff  is  that  one 
person  wording  full  time  can  produce  one  lesson  in  eight  weeks.    This  worK 
rate  also  applies  when  several  people  work  on  the  same  lesson,  i.e.,  two 
people  can  complete  one  lesson  in  four  weeks.    Assume  that1  each  staff  member 
has  a  working  knowledge  in  all  of  the  science  areas. 

PROBLEM: 

As  project  manager,  vou  receive  the  project  status  report  shown  on 
the  next  page.    After  studying  the  report,  vou  identify  the  deviations  and 
list  them  in  order.    The  deviation  that  anpears  at  the  top  of  the  list  is 
that  lessons  I  and  J  are  behind  schedule.    These  two  lessons  are  the  ones 
that,  are  only  one-half  finished  and  should  be  three- fourths  finished  by 
the  date  of  the  report. 
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Project  Status  Report 


Date :   End  of  fifth  week  of  second  period 

PACKAGE  PERFMVNHE  m 

bcKage. 

Actual  Status 

Planned  Status 

Checked 

Plan  Met 

Lesson  F 

Complete 

■  ■  pi     i  m 

3/4  complete  . 

Yes  No 

X 

Yes     No  j 

.  X 

Lesson  G 

Complete 

3/4  complete 

X 

X 

Lesson  H 

3/4  complete 

3/4  complete 

<•* 

X 

X 

Lesson  I 

1/2  complete 

3/4  complete 

X 

X 

Lesson  J 

1/2  complete 

3/4xomplete 

x  1 

1 

X 

Lesson  K 

Just  started 

Third  work  period 

Lesson  L 

Just  started 

'  Third  work  period 

Budget  and  Expenditures 

.ACTUAL 

BUDGETED 

Total 

Permissabie 

Total 

Item 

6  weeks 

6  weeks 

Limits 

8  weeks 

Project  Director 

$1,800 

$1,800 

$180 

$2,400 

Personnel  (5  people) 

7,500 

\  9,00'0 

+  900 

12,000 

Materials 

700 

750 

t  75 

1,000 

Equipment 

450 

375 

+  38 

500 

Special  Services 

300v 

300 

+  30 

400 

TOTAL 

$10,700  \ 

L  $12,225 

$13,448 

$16,300 

ERIC 


^Local  performance  specifications  for  the  lessons  are  higher  than 
National  Science  Foundation  requirements.    Performance  is  evaluated  by  a 
reaction  team  which  reviews  the  lessons    during  four  stages  of  the  devel- 
opment process.    An  X  in  the  "checked"  column  indicates  that  the  lesson 
has  been  checked  and  an  X  in  the  "Plan  Met"  column  indicates  the  lesson 
has  met  the  planned  specifications. 
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Lesson  10- -Problem-Solving  Through  Management  Action 

Exercise  A 


VViectLote  i  Iking  the  in&olmation  contained  in  the  backgn.ou.nd,  pfioblw 
and  tiepont,  complete,  the.  item  below.  . 


 ,  ^ 

1.    Propose  a  least  four  possible  reasons  which  might  explain  the  deviation. 


a. 
b. 
c. 
d. 
e. 
f. 


2.    Describe  how  you  might  test  or  check  each  of  your  proposed  possible 
reasons  to  determine  if  it.  would  explain  the  cause  of  the  deviation. 


a. 
b. 
c. 
d. 
c. 

f. 


TuAn  the  page  and  check,  ijoan.  anAiocM 
against  iuggtettd  anAWete .  ConAideAable 
latitude  bhouJLd  be  pe  Knitted  as  noun 
ayiAirtcn  need  only  captuAe.  the  eAtence  i>6 
tiie  idea.    Then  pnoceed  with  exencue  B. 


1 
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Lesson  10  AU<" 

Lesson  10- -Problem-Solving  Through  Management  Action 

i 

Exercise  A- -Solution 

1.  Propose  a  least  four  possible  reasons  which  might  explain  the  deviation. 

Your  answer  might  include  some  of  the  following  possible  reasons 
for  the  cause  of  the  deviation. 

a.    StaU  haA  been  tick.  .  

h.    Stajj  axz  miking  on  too  many  leA&on&  at  once.  

c.  WatcnJuoJUi  jon.  leAAonA  have  not  aJOUved.  

d.  Wecuthzn  condition*  have  not  bee*i  favoMbli  joi  outdoor  wonk. 

e.  On-tka-jobwonk  fiate  hoi  the  6ta^  hah  been  reduced.  . 

2.  Describe  how  you  might  test  or  check  each  of  your  proposed  possible 
reasons  to  determine  if  it  would  explain  the  cause  of  the  deviation. 

a.  VeteAm:ne  tiiat  no  Atn&<  hah  been  kick.   ,  

b.  UtahUhh  that  the.  *t&H  hah  been  miking  on  too  many  lehtonh  

at  the  home  tuna.  

c.  Check  receipt  oj  nataniaU.  

d.  Vetenmine  that  voeatiien  condition*  we/te  acceptable  bo*  outdcoi 
Monk.   — — 

v -    Vhzck  piehent  Monk  *wute.  o_  _jie  __ta U-  


Module  2 

Lesson  10  .  24 


Lesson  10- -  Problem-  So  lv  ing.  Through  Management  Action 

Exercise  B 

« 

You  have  investigated  the  proposed  reasons  and  find  that  the  cause  of 
the  problem  is  that  the  five  people  on  the  staff  are  working  on  too  many 
lessons  at  once.    You  must  correct  the  deviation.    Identify  and  list  the 
desired  ends  in  correcting  the  problem..  Remember  you  must  consider  two 
aspects  in  developing 'your  ends,  the  results  you  expect  and  the  resources 
vou  will  utilize.    I  desire  that: 


'  Tu.'iH  the  jjrtflc?  mid  clu\ck  nou-1  anfrvvte 

j  a<\<tiu\t  Mu](\e6ti}d  cuiMoens.  CoH&.ideJtahFi9 

:  latitude  bhoiU'd  be  permitted  as  noun 

!  Cs.yiM{>A  need  ontn  capiuie.  thv  essence  o{\ 

|  the  idaa.    Then  phocxied  with  exe^ox^c  C.  J 


t 
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Lesson  10- -Problem- Solving  Through  Management  Action 
Exercise  B- -Solution 

You  have  investigated  the  proposed  reasons  and  find  that  the  cause  of 
the  problem  is  that  the  five  people  on  the  staff  are  working  on  too  many 
lessons  at  once.    You  must  correct  the  deviation.    Identify  and  list  the 
desired  ends  in  correcting  the  problem.    Remember  you  must  consider  two 
aspects  in  developing  your  ends,  the  results  you  expect  and  the  resources 
you  will  utilize.    I  desire  that: 
Your  answer  might  be: 

a.    Five.  loAboM  muAt  be  compleZe.d  on  time..    . — 


b.    The.  budgeX  AkouJtd  not  be.  oveMpe.nt. 


c.  VhoUcX  dJOie.dtoK  cuontimite  at  the,  tame.  Kate.  In  de.veZowe.nt  oj  toA<m&. 
d'.    Wotik  on  mow,  than  jive.  leA&on*  at  once..  ^  . 


9 
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Lesson  10- -Problem-Solving  Through  Management  Action 

Exercise  (- 

1.    You  have  determined  the  given  list  of  ends  appearing  in  the  table 
for  solving  the  deviation.    Identify  them  in  terms  of  the  "needs" 
and  "likes"  with  checks.    Then  for  each  of  the  "likes"  assign 
weight  using  a  scale  of  one  to  ten  for  little  to  very  important. 
Remember  that  "needs"  arc  absolutely  necessary  ends  and  "likes"  are 
desirable  ends  that  are  not  absolutely  necessary. 


ENDS 

"Needs" 

"Likes" 

"Likes" 
We  i  ght 

A.    Five  lessons  must  be 
completed  on  time. 

B.    The  budget  should  not 
bo  overspent. 

C.    Project  director  conti- 
nues at  the  same  rate  on 
lesson  development. 

1).    Work  on  more  than  five 
lessons  at.  once. 

I.    Utilize  this  "needs/ 1  ikes"  list  and  create  several  alternative 
courses  of  action  to  alleviate  the  deviation. 


d. 


In  "in  the  ptiiu*  and  campa'ic  tjoui  rtuJ^ww^. 
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Lesson  10- -Problem-Solving  Through  Management  Action 
Exercise  C- -Solution 

1.    You  have  determined  the  given  list  of  ends  appearing  in  the  table 
for  solving  the  deviation.    Identify  them  in  terms  of  the  "needs" 
and  "likes"  with  checks.    Then  for  each  of  the  "likes"  assign 
weight  using  a  scale  of  one  to  ten  for  little  to  very  important. 
Remember  that  "needs"  are  absolutely  necessary  ends  and  "likes"  are 
desirable  ends  that  are  not  absolutely  necessary. 


ENDS 

"Needs" 

"Likes" 

"Likes" 
Weight 

A.    Five  lessons  must  be 
completed  on  time. 

X 

B.    The  budget  should  not 
be  overspent . 

X 

% 

C.    Project  director  conti- 
nues at  the  same  rate  on 
lesson  development. 

X 

5 

D.    Work  on  more  than  five 
lessons  at  once. 

X 

4 

2.    Utilize  this  "needs/likes?  list  and  create  several  alternative 
courses  of  action  to  alleviate  the  deviation. 

Alternative  courses  oT  action  might  be  the  following: 


a.    VaAzcX  cutl  pcuonnel.  to  jivuMi  loAt>on  I,  J,  cuid  H.  

Mine,  two  n&o  people,  to  kelp  with  tlie.  leAt>ont>.  

c.  Help  mofta  with  development  wonk  ijouMeM  [pnoje.&t  dOiectofi)  ♦ 

d.  TeAmlnate  the.  pn.o  jz.cX  when  the,  money  lunA  out*  
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Lesson  in--Problem-Solving  Through  Man-'gement  Act  ion 

exercise  D 

After  considering  a  number  cf  alternat  ives,  you  have  established  the 
following  list  of  alternatives  to  alleviate  the  deviation  for  serious  con- 
sideration. 

a.  Direct  all  personnel  to  finish  lessons  H,  1,  and  J. 

b.  Hire  two  new  people  to  help  with  lessons  I  and  J. 

c.  Project  director  increases  his  participation  in  'lesson  develop- 
ment and  directs  some  of  the  staff  to  finish  lessons  H,  I,  and  J. 

d.  Terminate  'he  project  when  the  money  runs  out. 

You  are  to  determine  which  of  the  alternatives- to  select  for  implemen- 
tation.   The  selection  is  accomplished  by  determining  how  well  the  alterna- 
tives satisfy  the  "Need/Likes"  list  of  ends.    Each  alternative  must  be  judged 
against  each  "need"  and  each  "like." 

The  table  on  the  next  oagc  will  aid  you  in  this  process.    The  table  is 
set  up  so  that  the  "needs/ likes"  are  in  horizontal  rows.    The  alternati ves 
are  vertical  columns,    in  this  way  the  intersection  of  the  rows  and  columr 
will  provide  a  space  to  indicate  how  well  the  particular  "need/like"  is  satis- 
fied by  the  particular  alternative.    Judging  the  alternatives  is  done,  in  two 
steos:    first  for  the  'needs"  and  second  for  the  "likes." 

•  'udj'.ing  "needs" 

Since  a  "need"  is  an  absolutely  necessary  end,  vou  must  first  deter- 
mine if  each  "need"  is  completely  satisfied  by  each  alternative.    If  the 
alternative  satisfies  the  "need"' then  indicate  this  by  placing  the  word  "go" 
in  the  intersection  snace.    If  it  does  not  satisfy  the  "need"  completely, 
place  a  "no  go"  in  the  box.    An  alternative  receiving  a  "no  go"  in  any  box 
is  not  to  be  considered  in  the  "likes"  judgement  process.    You  have  rejected 
it. 

.Judging,  "likes" 

Since  "likes"  are  just  desirable  cauls,  you  must  determine  hv>w  well  each 
alternative  satisf-  s  each  "like."    forget  for  the  moment  how  desirable  each 
"like"  is.  Judge  onlv  on  h«<w  well  the  alternative  satisfies  the  "need"  by 
assigning  a  sat  isfvinu  score  (ss).    The  satisfying  scon1  is  simply  a  weight 
or  number  between  zero  and  ten  indicating  how  well  vou  think  the  alternative 
satisfies  the  "like."    A  zero  would  indicate  that  tne~'~a Iternati ve  does  not 
satisfy  the  "like  at:  all  and  a  ten  would  indicate  that  it  satisfies  the 
"1 i ke"  completely. 

After  vou  have  assigned  a  satisfying  scove  for  each  box  you  are  to  mul- 
tiply two  numbers.    Multiply  the  desirability  weight  (weight  (w]  on  the  table) 
with  the  satisfying  score  fss)  and  place  your  result  in  the  multiple  column 
(mult.       on  the  table). 

w  x  ss  3  Mult. 

Do  this  for  each  box.    Then  add  the  multiple  columns  for  each  of  the  alter- 
natives.   The  alternative  receiving  the  highest  score  is  the  most  desirable. 
The  alternative  satisfies  the  most  desirable  "1  ikes"  best. 
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Lesson  10- -Problem- Solving  Through  Management  Action 

Exercise  D 

Alternative  1.    Direct  all  personnel  to  finish  lessons  I,  J,  and  H. 
Alternative  2.    Hire  two  new  neople  to  help  with  lessons  H  through  L  (cost:  $1000). 
Alternative  3.    Project  director  and  all  staff  work  on  developing  lessons  I,  J,  and  H. 
Alternative  4.    Terminate  the  project  when  the  money  runs  out, 


o  i-1 
o 


itm    ;  1  1 

~  Alternatives 
Needs/Likes  List          '     '  „  

t 

Alternative  1 

Alternative  2 

Alternative  3 

Alternative  4 

i  

1 

NEEDS 

go  or  no/go 

go  or  no /go 

go  or  no /go 

go  or  no/go 

Need  1,    Five  lessons  must,  be  comnleted 
on  time. 

Need  2. 

1  LIKES 

Weight 
(w) 

Satisfying 
score 
ssl 

Mult, 
w  x  ssl 

Satisfying 
score 

,.  .,  SS2    .  , 

Mult, 
w  x  ss2 

Satisfying 
score 
ss3 

Mult, 
w  x  ss3 

Satisfying 

score 
. ,  s.s4    ,  ,„ 

Mult, 
w  x  ss4 1 

Like  1.    The  budget  should  not. 
be  overspent. 

8 

Like  2.    Project  director  con- 
tinues at  the  same  rate 
on  lesson  development. 

S 

Like  3.    Work  on  more  than  five 
lessons  at  once. 

4 

L_-  - 
Like  4. 

TOTAL  S 

CORE 

\- 

1 

1 

i 

1   

V-   — 

m 

i — ■ 

9 
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1.    What  is  the  most  desirable  alternative? 


2.    Determine  the  consequences  of  the.  two  best  alternatives,  list  then, 
and  determine  the  probability  that  they  may  occur. 


3.    Would  they  affect  your  final  choice?  Yes 


Tain  tlw  j.v3ji<'  ami  check  noun  ivvlk.  \ 
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Exercise  D—  Solution 

Alternative  1.  Direct  all  personnel  to  finish  lessons  I,  J,  and  H. 

Alternative  2.  Hire  two  new  people  to  help  with  lessons  H  through  L  (cost:  $1000). 

Alternative  3.  Project  director  and  all  staff  work  on  developing  lessons  I,  J,  and  H. 

Alternative  4.  Terminate  the  project  when  the  money  runs  out. 


G  5* 

</>  a. 

</!  c 

O  M 

1— 1  N> 


~   

" — -  ^  Alternatives 

Needs/Likes  List   — — ^ 

Alternative  1 

Alternative  2 

Alternative  3 

Alternative  4 

needs 

i 

go  or  no /go 

go  or  no /go 

go  or  no/ go 

go  or  no/ go 

i 

>c-'j'I  i.    Five  lessons  must  be  completed 
!             cn  time. 

90 

no/go 

i 

!  LIKES 

i 

i.    

Weight 
M 

Satisfying 
score 
ssl 

Mult, 
w  x  ssl 

Satisfying 
score 
§?2 

Mult, 
w  x  ss2 

Satisfying 
score 
ss3 

Mult, 
w  x  ss3 

Satisfying 
score 
SS4 

Mult, 
w  x  ss4 

Like  1.    The  budget,  should  not 
1             bo  overspent. 

8 

10 

80 

3 

24 

7 

56 

X 

jL  i  ke  2 .    P  ro  j  o  c  C  d  i  re  cto  r  con  - 
i             t.inuos  at  the  same  rate 
!              cn  lesson  development. 

5 

10 

50 

10 

50 

0 

0 

X 

(Like  3.    Work  on  more  than  five 
i             lessons  at  once. 

4 

0 

0 

10 

40 

10 

40 

X 

i 

jLike  4. 
1 

^  7  \  '                                      TOTAL  S 

CORE 

130 

113 

96 

1— 1 
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1.    What  is  the  most  desirable  alternative?     AUeAnatXvz  7  in  tkti 


coie  kcu.  the.  (highest  total. 


2.    Determine  the  consequences  of  the  two  best  alternatives,  list  them, 
and  determine  the  probability  that  they  may  occur. 

Ton  MteA.nat.ivc  1  tjouA  &nt>MA  miakt  be.:    St.afrf)  may  not  want,  to  be 

tAam, ieAAtd  to  loAi>o\u>  1  and  J.    low  probability.  

Von.  KlMeAnative  2:    May  not  QiLt  yytajj  on  time..    Hiah  ..probability. 


3.    Would  they  affect  vour  final  choice?    Yes  No   X 
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Lesson  10  10-33 
Lesson  10- -Problem- Solving  Through  Management  Action 
Directions  and  Choices  Following    the    Practi.ce  Exercises 


Bated  upon  the.  *  elk- evaluation  orf  youn  pexionmance  on  tkz  exexclt>e 


you  have  eithem 


A.  acceptably  6cutl!>{ilQxi  the  objective  orf  solving  a  project  problem 
and  should  novo  Win  to  the  post-test  $ound  on  page  10.34. 

An  additional  example  on  dealing  with  operational  pnoject  prob- 
lems   lb  ioand  beginning  on  page  10.37 .    Relcnetfces  iofi  addi.*^ 
tional  leading  axe  tUted  on  page  10.39. 

B.  not  satXJSiied  the  objective,  and.  should  select  one  on.  mone 
ol  the  following  couxses  ofi  action. 

U    16  youn  exencise  V  chant  was  connect  except  ion  the  numb  ex  j 
calculation*,  then  eithex: 

a.  Study  the  additional  example  beginning  on  page  10.37 
and  then  xewonk  exexcuc  V  on  page  10.2$. 

b.  Rene*  Chaptex  Ten  oh  Educational  Vnoject  Management  by 
i     Vesmond  L.  Cook  and  then  newonk  exexctse  V  on  page 

10.28. 

c.  Rewonk  exexcAAe  V  on  page  10.28. 

2.    ii  youn  cxenciAt  V  chant  was  not  connect  in  mot>t  oh  the 
aspects,  then  eithem  » 

a.  View  the  slide- tape  pneAentation;  instruction*  axe  on 
page.  10.8.  A^tex  the  pnes  entation ,  newonk  exencise  V 
on  page  10.28. 

b.  Read  the  lesson  naxxative  beginning  on  page  10.9. 
i  A^tex  .the  pnes  entation,  newonk  exexcue  V  on  page 
!  10.28.  
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Lesson  10 --Problem  Solving  Through  Management  Action 

Post -Test 


VajizcUom'.    Vlzatz  take.  turn,  to  caAziuXly  a^QA  tha  mulUplz  choice  and 
tAuz/taJUz  quz&Uon*  glvzn  be£ow.    Ton  the.  muUqpiz  ckoA.cz  quz&Uon*  you 
(Viz  to  zUclz  onz  zovucX  oK\bzi>t  an&M  (A,B,C  okV)  and  ion.  thz  ixuz  and 
iaUz  you  oaz  To~incUcatz  tkt  zokkzoZ  itepon&z  with  thz  IMzn  T  ok  f. 

Vlzatz.mMz  thz  lent  iouJi  digit*  o{  youK  Social  SzciwUy  numbz*  on  thz 
Unz  b,e£ow  40  thaJnfc.  page*  can  bz  idznti{izd  am  thz  zvznt  tkzy  become 
6  zpoAqtzd  .  -       '  • 


1.  w4om  should  the  project  manager  primarily  involve  in  developing 
potential  alternative  courses  of  action? 

A.  All  project  staff 

B.  Contracting  agency  program  officer 

C.  Departmental  Supervisors 

D.  Project  personnel  familiar  with  the  problem  /« 

2.  What  is  the  initial  standard  against  which  possible  solution  alterna- 
tives are  judged?  # 

A.  Project  plan 

B.  Statement  of  needs 

C.  Statement  of  likes 

D.  Staff  acceptability 

3.  Should  there  be  any  restrictions  on  how  many  alternatives  a  project 
manager  and  Jus  staff  can  develop  initially  in  solving  an  operational 
problem?  Why? 


A.  Yes,  because" one  alternative  removes  confusion 

B.  Yes,  since  only  two  or  three  alternatives  are  likely  to  be 
useful  or  practical 

C.  No,  because  projects  require  many  alternatives 

D.  No,  since  potential  alternatives  could  be  overlooked 

4.    From  the  project  management  point  view,  what  is  the  fir* t  activity 
in  decision -making? 


A.  Specifying  the  results  or  ends  that  are  to  he  achieved 

B.  Specifying  the  means  for  solving  problems  / 

C.  Specifying  the  causes  of  the  problems         ^  p/ 

D.  Developing  the  competencies  of  project  staff 
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5.    What  should  be  the  final  output  of  a  staff  meeting  devoted  to 
progress  reporting? 


A.  A  priority  listing  of  deviations 

B.  A  set  of  possible  problem  solutions 

C.  A  statement  of  decision  objectives  or  goals 

D.  Revision  of  the  data  base 

6.  Will  any  time,  cost  and  performance  trade-off's  occur  in  the  develop- 
ment of  alternative  solutions? 

A.  Yes,  all  three  will  be  involved 

B.  No,  they  are  only  of  concern  in  the  project  planning  phase 

C.  No,  they  are  only  of  concern  in  the  project  preparation  phase 

D.  No,  they  can  be  over  looked  in  solving  problems 

7.  What  is  generally  considered  as  the  most  serious  change  in  the  project 
plan? 

A.  To  modify  slightly  the  work  breakdown  structure 

B.  To  revise  the  project  budget 

C.  To  modify  some  project  schedules 

D.  To  modify  thoroughly  the  project  goal  or  mission 


IndHcatz  uohothox  the.  AtatemzyvU  luted  bzlow  clk<l  tfiuz  ok  ialbt  by  MtvLUnq 
a  T  on.  F  on  tkt  £oie. 
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8. 


9. 


10. 
11. 

12. 

13. 
14. 


The  final  output  of  the  problem  identification  step  in  a  project 
"is  a  priority  listing  of  solutions. 

Decision  making  from  a  project  management  point  of  view  consists 
"of  identifying  all  the  deviations  first 


In  most  cases  a  deviation  occurs  because  of  some  unplanned  change: 


In  specifying  the  ends,  the  project  manager  must  delineate  both 
The  results  expected  and  the  resources  available    for  carrying 
out  the  corrective  course  of  action. 

The  selection  of  a  best  alternative  will  likely  be  the  result 
"of  trade-off's  between  the  various  advantages  and  disadvantages 
of  selected  prospective  alternatives. 

The  project  manager  should  visualize  each  alternative  as  optional 
"and  consider  the  effect  it  might  have  on  the  project. 

_The  project  manager  must  develop  a  list  of  selected  needs  and  likes 
"which  serves  as  standards  against  which  to  judge  alternatives . 
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Lesson  10- -Problem- Solving  Through  Management  Action 
Directions  and  Choices  Following  Lesson  Post-Test 


ViAe.ctcon6 :    fKz~c.onJiQ.cjt  aniwe'LA  to  leAton 
10  po&t-tz&t  <vie.  Ztitcd  down  the.  Aight 
maAain.    Chack  noWi  cowklcA.  /te&ponaaa. 


ViAe.c£ion& :    I<5  you  an&weAe.d  QJto.ve.yi  on. 

question*  conAe.ctly.  you  have  not 
acceptably  demon6tn.ate.d  knowle.dge.  of,  the. 
pn.oje.ct,  problem- solving  pn.oceAt>  and 
should  i>eZe.ct  one.  ok  mon.e.  oh  the.  hollow- 
ing couaaqa  o^  acXion. 

U  View  the.  4 tide.- tape.  pn.eA>enta£ion  by 
twining  to  page.  10.  S  and  pn.oce.e.ding 
AfiteA  the  pn.eAentationt  twin  to  the. 
LeAAon  QuatUy  ContAol  Vonm  on  page. 
10.40. 

2.  Read  the.  leA&on  noAAative.  be.gi.nni.ng 
on  page.  10.  9.    The.n  twin  to  the. 
LeAAon  Quality  Control  Vonm  on  page. 
10.40. 

3.  Read  ChapteA  Te.n  [page*  174-181)  oh 
EducajU.onal  Pn.Oje.ct  Manageme.nt  by 
Vtemond  L.  Cook  and  the.n  twin  to 
the.  LeAAon  Quality  Control  Vonm  on 
page.  10.40. 

4.  Study  the.  additional  e.x.ample. 
beginning  on  page  10.37  and  the.n 
twin  to  the  LoAbon  QuatUy  ContAol 
Vonm  on  page.  10.40. 

5.  Rewonk  the.  ZeA&on  po*>t-teA>t  and 
then  twin  to  the.  LeAAon  Qualitij 
ContAol  Vonm  on  page.  10.40.  


ViAe.ctA.oni> :    lh  [fou  aniweAcd  twelve,  on 
mone.  question*  conAectly,  you  have 
acceptably  demon* tAated  knowledge,  oh 
the.  project  problem- solving  pA.oc.e44 
and  should  now  twin  to  the.  LeAAon 
Quality  ContAol  Vonm  on  page.  10.40. 
An  additional  example  on  solving 
contAol  pn.oblemi  i&    hound  on  page. 
10.37.    Re.heAe.nce4  hon.  additional 
needing  one  LiAte.d  on  page  10.  39. 


Multiple  Choice 

1.  D 

2.  A 

3.  C 

4.  A 

5.  B 

6.  A 
.  7.  D 

True/False 

8.  T 

9.  F 

10.  T 

11.  T 

12.  T 
lo.  T 
14.  T 


Module  2 
Lesson  10 


10.37 


Lesson  10 --Problem- Solving  Through  Management  Action 

Additional  Example 
The  following  memorandum  was  used  in  the  problem- solving  activity 
of  a  project.    It  presents  the  identification,  analysis  and  solution 
of  a  problem. 

Memo  to:    J.  J.  Rut ledge,  Program  Specialist,  Instructional  Development 
Pro j  ect . 

From:        P.  P.  Gross,  Project  Manager 
Date:        March  8 


I.    By  this  date,  the  project  was  to  have  180  color  illustrations  drawn 
and  photographed.    I  note  that  only  120  have  been  finished.  Since 
the  instructional  tryout  is  scheduled  for  March  17,  and  this  date 
is  firm,  then  we  need  to  make  a  decision  regarding  the  60  illus- 
trations which  are  not  finished.    The  artist  has  been  producing 
an  average  of  six  illustrations  a  day. 


NEEDS 

1. 
2. 
3. 
4. 


LIKES 


By  March  17,  need  the  60  slides. 

By  March  15,  need  60  illustrations. 

By  March  15,  need  the  illustrations  photographed. 

Produce  slides  without  exceeding  the  $200  contingency  fund 

amount. 


B, 
C. 

D. 


All  60  illustrations  showing  consistent  artistic  work 

with  the  other  120. 

All  60  illustrations  in  color. 

All  60  illustrations  will  score  a  value  of  eight  out 

of  ten  from  the  review  panel. 

Not  exceed  $40  extra  production  costs. 


WEIGHT 

8 

6 

7 
5 


II.  Alternatjyes 

1.    Have  artist  get  as  many  illustrations  done  during  the  remaining 
five  working  days  as  possible.    Projection:    30  illustrations 
will  not  get  done.    Need  60,  therefore  No  go. 


9 

ERIC 


4  Si 


\ 


Module  2 
Lesson  10 


10.38 


2.    Have  artist  work  double  shifts  and/or  additional  days  (will  cost 
$200)  which  will  probably  reduce  value-quality. 

Needs  1,  2,  3,  4  Co 


Likes  Rank  Satisfying  Score  Multiple 

A  4  10  40 

B  2  10  20 

C  3  0  0 

D  1  0  0        Total  60 


3.  Hire  another  artist  to  assist  in  drawing  the  illustrations.  Due 
to  the  need  for  orientation  to  materials,  both  artists'  production 
reduced  and  estimated  at  five  illustrations  evCh  per  day  for  five 
working  days  (cost:  $200). 

Projection:    2  X  5  x  5  »  50  illustrations  done:    No  go. 

4.  Have  artist  draw  high  quality  illustrations,  but  draw  black  and 
white  illustrations  which  permits  production  time  to  be  doubled 
and  all  60  drawings  to  be  finished. 

Needs  1,  2,  3,  4,    Go  v 
Likes      Rank      Satisfying  Score  Multiple 


A  4  10  40 

B  2  0  0 

C  3  5  15 

D  1  10  10        Total  65 


III.  Decision 

Alternative  four  does  not  violate  any  of  the  Needs  and  it  scores  20 
on  the  Wants. 

IV.  Consequences 

1.  The  lack  of  color  will  reduce  the  quality  of  illustrations  for 
the  tryouts. 

2.  When  time  permits  the  illustrations  can  be  colored  and  rephoto- 
graphed  at  nominal  cost. 

3.  The  black  and  white  illustrations  will  be  somewhat  scattered 
through  the  presentations  and  ms;*  present  a  variety  to  the  color 
illustrations. 

V.    Insure  that  H.  Roper,  the  artist,  is  informed  of  this  decision. 
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Reading  References 

Additional  knowledge  about  problem- solving  within  project 
operational  control  can  be  obtained  by  reading  from  the  references 
cited  below. 

Archibald,  R.  D.  and  R.  L.  Villoria.    Network- Based  Management  Systems, 
New  York:    John  Wiley  and  Sons,  Inc. ,  1967,  Chapter  1&.  r 

Baumgartner,  John  S.    Project  Management.    Homewood,  111. :    Richard  D. 
Irwin,  INc. ,  1963,  Chapters  3  and  4. 

Cook,  Desmond  L.    Educational  Project  Management.    Columbus,  Ohio: 
Charles  E.  Merrill,  1971,  Chapter  10. 

Woodgate,  H.  S.    Planning  by  Network.    London,  England:  Business 
Publications,  Ltd. ,1964,  pp.  323-325. 
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Lesson  10- -Problem  Solving  Through  Management' Action 


Lesson  Quality  Control  Form 


ViAectionsi    PCease.  take  time  to  ean.e{ully  anAwen,  the  foun,  question*  given 
below.    Vchul  atUiveM  will  pnovide  valuable  information  fon  the  nevJUion  and 
improvement  oft  thi&  ?e&&on.    feel  finee  to  wXjite  additional  comments  ok 
ie commendation*  on  the  back  of  tlvis  fonm.    Voun  Jie&ponAes  will  be  kept 
stnictly  confidential..    Please  unite  the  last  loan.  digits  of  youK  Social 
Senility  numbcA  on  the  line  below   4o  that  the  page*  can  be  identified  in 
the  event  they  become  Aepanated  ' 

I  Thank  you  ion  youA  assistance. 


1 .    Indicate  /our  overall  impression  of  the  quality  of  this  lesson. 


Excellent 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


4  Si 


TuAn  tke  page,  and  proceed 
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Lesson  10- -Problem- Solving  Through  Management  Action 
Termination  Instructions 


Upon  complexion  orf  the.  LeA&on  QuatiXy  ContAAl  Votvtn,  you.  oki  to: 

TtaA.  out  and  staple,  the.  page*  oi  the*tw>6on  QuatiXy  Control  VoAm% 
Place  the,  ^onm  In  the.  6pe.cial  envelope.  pAovidid. 


Mail  the,  envelope,  to  Re*eaA.ch  &on  BetteA  School*,  Inc.,  Suitz  V00, 


7700  MaA.keXStA.zet,  Philadelphia,  Pennsylvania  19103, 

ThU  le**on  on  pAoblem-6olving  through  management  action  Jut,  now  completed. 
Le*6on  11  entitl&d  "Implem&rXing  Change*  in  PaojzcX  Operation*"  ii>  the. 
next  le*6on  in  the,  6e.quence.    You  axe.  advi&ed.  to  locate,  the.  lu&on 
booklet  and  Azad  the,  .intKoductoAu  page.  
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Lesson  11 --Implementing  Changes  in  Project  Operations 


Introduction  to  Lesson 


This  lesson  contains  the  following  items.    Make  sure  that  each  item 
is  present  before  starting  to  work  through  the  lesson. 


B.  Setof  Color  Slides  entitled  "Module  2--Basic  Principles  and  Techniques 

of  Project  Management,  Lesson  11- -Implementing  Changes  in  Project  Operations. 

C.  Cassette  Tape  entitled  "Module  2--Basic  Principles  and  Techniques  of 
Project  Management,  Lesson  11 --Implementing  Changes  in  Project  Operations. " 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

t 

TIME  REQUIRED.    The  tape-slide  presentation  runs  approximately  8  minutes, 
the  exercises  take  approximately  30  minutes.    About  70  minutes  is  needed 
to  complete  the  entire  lesson. 


Page 


A. 


Booklet  containing  the  following  items 


Introduction  to  Lesson.    

Overview  and  objectives   

Pretest  

Lesson  abstract  and  content  outline  .  .   

Lesson  text  \  

Exercises  on  solution  or  decision  implementation. 

Post- test     

Additional  examples   

Reading  references .   

Lesson  Quality  Control  Form  


11.1 

11.2 

11.3 

11.5 

11.8 

11.13 

11.18 

11.20 

11.25 

11..  26 
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Lesson  11 --Implementing  Changes  in  Project  Operations 
Overview  and  Objectives 

OVERVIEW  . 

In  the  previous  lesson,  the  methodology  of  problem- solving  vns  dis- 
cussed.   Problem-solving  was  presented  with  respect  to  the  steps  of  deter- 
mining  causes,  specifying  ends,  developing  alternatives ,  and  selecting  the 

best  alternative. 

This  lesson  is  concerned  with  the  implementation  of  the  selected 
solution.    Emphasis  is  given  to  developing  the  implementation  plan  and  the 
need  for  informing  management  of  changes  made. 

OBJECTIVES 

The  student  in  completing  this  lesson  should  be  able  to  create  a 
plan  for  implementing  a  given  decision.    The  specific  objectives  are  as 
follows: 

1.  The  student  will  devise  an  implementation  plan  for  a  given 
decision. 

2.  Identify  actions  needed  to  insure  successful  implementation  of 
a  given  solution. 

3.  Identify  information  that  should  be  provided  to  management 
about  implementing  a  given  decision-pe/formance  evaluation:    the  student's 
answers  are  to  be  judged  as  satisfactory  by  self- checking  the  answers 
against  the  suggested  answers  provided. 


ComploXt  the.  pieteAt  on  the. 
\otto\J0AjiQ  page. 
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Pretest 


VinectionA :    Vizard  take,  time  to  caKefiully  aytiM&i  the  multiple,  choice 
and  tKmeliaJUe  question*  given  below.    foK  the  multiple  choice  question* 
you  oai  to  ciKcle  owe  connect,  ok  beAt  clmwqa  (A,B,C  ok  V) ,  and  \ok  the 
tKue  and  iaJUe  you.  axe  to  Indicate  the  coKKect  Kupome  uiith  the.  letteK 
T  ok  F.  ; 

Please  mite,  the  laU  &oi.[K  digit*  o{,  youK  Social  Security  numbeK  on  the 
line  below  40  thai,  the  page*  can  be  identified  in  the-  event  they 
become  bepoKated  . 


1.  What  are  the  three  basic  steps  in  the  control  process? 

A.  Preparing  schedules,  listing  costs,  and  decision -making 

.  B.  Deviation  identification,  decisionmaking,  and  decision  implementati 

C.  Creating  a  plan,  preparing  directions,  and  implementing  the  decisions 

D.  Listing  costs,  preparing  directions,  and  decision -making 

2.  What  major  tasks  comprise  decision  implementation  in  the  operational 
control  phase? 

A.  Creating  a  plan  and  estimating  time 

B.  Making  changes  in  the  project  and  implement  them 

C.  Informing  top  management  and  selected  project  staff  of  changes, 
in  the  project 

D.  Creating  a  plan,  informing  the  project  staff  and  top  management 
about  resultant  changes  and  carrying  out  the  action 

3.  The  creation  of  a  solution  or  decision  implementation  plan  is 
basically  what  general  type  of  management  function? 

A.  Controlling 

B.  Planning 

C.  Organizaing 

D.  Directing 

4.  What  is  the  major  function  or  purpose  of  a  change  memor^idum  of 
an  implementation  plan? 

i 

A.  To  specify  in  detail  the  corrective  actions  to  be  taken 

B.  To  develop  a  plan  for  preparing  alternatives 

C.  To  provide  more  responsibilities  for  the  staff 

D.  To  prepare  a  follow-up  plan 
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5.  Why  is  the  process  of  control  considered  to  be  cyclical  in  nature? 

A.  Most  deviations  in  the  project  are  complex  in  nature  and 
frequently  re-occur 
.    B.  Each  decision  must  be  reviewed  by  project  staff 

C.  The  consequences  of  each  new  decision  need  to  be  reviewed  as 

the  project  proceeds  towards  its  goal 

D.  A  decisIWi  needs  to  be  reviewed  only  in  the  beginning 

6.  Why  is  a  plan  needed  for  the  implementation  of  a  problem  solution? 

A.  To  provide  more  responsibilities  for  the  project  staff 

B.  To  satisfy  the  funding  agency 

n.  To  help  insure  that  the  corrective  action  will  be  carried 

out  properly 
D.  To  establish  better  controls  in  a  project 

7.  What  relationship  exists  between  the  planning  and  the  operational 
control  phase  in  the  overall  project  management  context? 

A.  Control  is  independent  of  planning 

B.  Planning  follows  project  control  decisions 

C.  Planning  assists  control  to  a  limited  extent 

D.  Planning  is  the  basis  for  effective  control 


r  :  : 

Tn-iicaU  uhoXhoji  the.  AtcutemtntA  latzd  below  CJit  £n.u.<L  ok  laHt  by  uvutAJig 
a  T  on.  F  on  the.  tine.,  v 


8.   Changes  in  the  work  breakdown  -structure  and  performance 

standards  of  the  project  should  be  reflected  in  a  revised 
work  breakdown  structure. 

9.  Any  changes  to  the  task  sequence  of  the  project  should  be 
identified  and  incorporated  into. a  revised  work  flow. 


10.   The  change  memorandum  should  include  actions  taken  for  all 

the  project  problems. 

11.   The  information  contained  in  the  change  memorandum  must -be 

communicated  to  the  project  staff. 

12.   A  report  to  top  management  from  the  project  manager  should 

contain  the  selected  course  of  action  but  not  the  reasons 
for  selection 


11.3b 


The  project  manager  must  verify  particularly  that  the  respon- 
sibilities designated  in  the  memorandum  are  understood  by- 
project  senior  staff. 

The  three  steps  of  the  process  of  control  are  repeated 
throughout  the  life  cycle  of  a  project. 


Turin  the.  page,  and  cktck  youX  an&voeAA, 
—A  £  
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Lesson  11 --Implementing  Changes  in  Project  Operations 
Directions  Following  Lesson  Pretest 


Directions :  The  correct  answers  to  lesson  Wprttest  are  listed  down 
the  flight  margin.    Check  your  correct  res ponseb. 


Directions  :    1 1  yen  answered  eleven  on.  less  questions 
correctly,  you.  have  not  acceptably  demon* trated  knowl- 
edge ofi  the  solution  on.  decision  implementation  process 
and  should  /lead  the  lesson  abstract  and  content  outtine 
beginning  on  page  11.5.    Then  begin  the  tape-slide 
presentation  by  turning  to  the  instructions  on  page 
11.7. 

Vin.ecJU.on6i    1^  you  answered  twelve  on.  more  question* 
correctly,  you  have  acceptably  demon* trated  knowl- 
edge ol  the  solution  on.  decision  implementation 
process  and  should  read  the  lesson  abstract  and 
content  outline  beginning  on  page  11.5.    Then  ii 
you  define  to  skip  the  tape-slide  presentation, 
you  may  do  so  by  proceeding  directly  to  the  practice 
ex.en.cit>et>  beginning  on  page  11.13.    Ifi  you  do  define 
to  view  the  tape-slide  presentation,  tuJin  to  the 
instruction!)  on  page  11.7. 


Multiple  Choice^ 

1.  B 

2.  D 

3.  B 

4.  A 

5.  C 

6.  C 

7.  D 

True/False 

8.  T 

9.  T 
ID.  F 

11.  T 

12.  F 

13.  F 


14.  T 
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Lesson  11 --Implementing  Changes  in  Project  Operations 
Lesson  Abstract  and  Content  Outline 

ABSTRACT 

After  selecting  action  to  be  taken  to  solve  a  problem,  it  is  neces- 
sary to  implement  it.    Such  action  must  plan  for  consequences ,  and  include 
controls,  reporting  procedures,  and  detailed  staff  instructions.  .  Informa- 
tion must  be  provided  to  management  about  the  changes  made.    The  decision 
must  be  monitored,  to  be  sure  it  is  working'  smoothly. 
CONTENT  OUTLINE. 

A.  Control  of  a  project  is  a  three  step  process  which  includes: 

1.  Identifying  the  problem, 

2.  Selecting  the  solution  from  several  alternatives,  and 

3.  Implementing  the  chosen  solution. 

B.  An  implementation  plan  is  needed  for  the  action  and  the  changes  in 
a  project. 

C.  The  project  director  should  use  planning  thinking  in  developing  the 
implementation  plan  or  change  memorandum. 

1.  Goals  or  tasks  may  be  changed. 

2.  The  work  breakdown  structure  and  performance  standards  for  the 
project  may  be  revised. 

3.  Changes  in  the  work  sequence  may  require  a  revised  work  flow. 

4.  Project  times  may  have  to  be  re- estimated. 

5.  A  revised  schedule  may  incorporate  changes  in  time  and  dates. 

6.  There  may  be  changes  in  the  project  budget. 

7.  There  may  be  changes  in  the  proj ect ' information  system. 

8.  Staff  member  responsibilities  should  be  clearly  defined. 

9.  All  potential  problems  resulting,  from  the  change  must  be  identified. 
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D.  The  project  staff  must  be  informed  of  the  actions  and  the  changes. 

E.  Top  management  must  be  informed  of  the  project  progress  problems  and 
solutions. 

F.  The  project  manager  must  follow  through  on  action  implementation., 

1.  He  must  verify  that  responsibilities  .are  understood.. 

2.  He  must  verify  that  directions  are  carried  out. 

3.  He  must  establish  early  warning  devices  to  detect  problems. 

G.  The  steps  of  the  operational  control  phase  are  reviewed. 
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Lesson  11- -Implementing .Changes  in  Project  Operations 

Instructions 

7.   Set  up  the.  KtcondeJi,  pKoje.ctoKp  and  4cteew.  • 

2.  Place,  the.  coKoutet  6tide.  tnay  ioK  tklt>  leA&on  onto  the.  pKOj'e.ctoK  and 
advance,  the.  tKay  to  the.  6tant  o{,  "BaAic  PnJLncxpleb  "and  Te.chnlQue/i  otf 
PKOje.ct  Manageme.nt--LeA&on  11,  Implementing  Change*  tn  Project  OpeJuittonA." 

3.  Place,  the.  ca&tette.  tape.  ion.  tha>  leAAon  Into  the.  Ke.con.deJi  and  Kewind 
to  the.  Kewind  Atop. 

4.  Stant  the.  Ke.con.deA  and  advance,  the.  blMiei>  with.  the.  "change,  tone.." 
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Lesson  11- -Implementing  Changes  in  Project  Operations  I 

Lesson  Text 

Introduction 

The  basic  step  in  tVe  project  operations  process  was  the  identification 
of  deviations  between  the  plan  and  the  actual  situation  (by  using  a  reporting 
system)  and  the  determination  of  the  inpact  of  any  deviations  on  the  progress 
of  the  project.    The  second  step  was  to  determine  the  cause  of  each  deviation 
and  to  develop  a  course  of  action  designed  to  correct  it.    Usually  several 
alternative  courses  of  action  are  considered  before  the  most  desirable  one  is 
selected  for  implementation.    The  third  step,  making  changes  in  operations,  is 
the  concern  of  this  lesson.   The  tasks  performed  in  this  step  are:   creating  a 
plan  for  implementing  the  selected  course  of  action  or  change,  informing  the 
project  staff  and  top-level  management  of  the  action  and  resultant  changes  in 
the  project,  and  carrying  out  the  act  inn. 

Implementation  Plan 

Once  a  best  alternative  course  of  action,  or  problem  solution, 
is  selected,  the  project  manager  must  inplement  the  action  specified.    In  order 
to  carry  out  this  decision,  an  implementation  plan  or  change  memorandum  should 
be  prepared,  specifying  in  detail  the  corrective  action  that  is  to  take  place.  , 
Since  the  creation  of  an  implementation  plan  is  basically  a  planning  activity,  tl 
project  manager  is  well  advised  to  follow  the  same  general  thinking  that  he  used 
in  the  project  planning  phase,  regardless  of  whether  the  change  is  large  or 
small.    This  insures  that  all  aspects  of  the  implementation  are  considered. 

The  implementation  of  a  given  problem  solution  can  cause  changes  in 
future  project  operations  and,  if  so,  should  be  identified  and  detailed  in  a 
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change  memorandum.    For  example,  if  changes  occur  in  the  overall  goal  or  in 
one  of  the  major  tasks  of  the  project,  such  changes  should  be  specified  in  a 
change  memorandum  and  agreed  upon  by  the  funding  agency.    Changes  in  the  work 
breakdown  structure  and  performance  standards  of  the  project  should  be  re- 
flected in  a  revised  work  breakdown  structure  and  set  of  performance  standards 
for  the  project.    Any  changes  in  the  task  sequence  of  the  project  should  be 
identified,  and  incorporated  into  a  revised  project  work  flow.    Estimates  of 
the  time  to  complete  each  new  task,  and  re -estimates  of  the  time  to  complete 
any  original  tasks  affected  by  the  change,  should  be  incorporated  into  the 
revised  project  work  flow.    A  revised  project  schedule,  including  calendar 
dates  for  new  tasks  and  revised  dates  for  orginal  tasks,  should  be  generated. 
Changes  in  personnel  and  other  resource  items ,  as  well  as  changes  in  the 
project  budget  and  expenditure  plan,  should  be  determined  and  indicated  in 
the  change  memorandum.    Any  changes  to  be  made  in  the  operation  of  the  project 
information  system  and  the  project  reporting  system  should  be  indicated.  Also, 
any  changes  in  information  contained  in  the  project  information  system  should 
be  specified. 

After  specifying  the  action  and  identifying  the  changes  to  the  project, 
the  project  director  should  determine  the  responsibilities  of  each  staff 
member  in  carrying  out  the  proposed  corrective  action.    He  then  must 
specify  these  responsibilities  in  detail  and  incorporate  them  into  a  change 
memorandum.    In  conjunction  with  these  new  responsibilities,  the  project 
director  should  detail  or  think  through  the  direction  and  guidance  he  will 
give  to  his  staff  for  carrying  out  their  responsibilities  effectively. 
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Gkice  the  project  manager  starts  to  injplement  the  decision,  adverse 
consequences  considered  earlier  in  the  decision-making  process  become  potential 
problems.    Consequently,  the  following  questions  should  be  answered  as  the  last 
step  in  developing  the  implementation  plan  or  change  memorandum   What  are 
the  potential  problems  in  inplementing  this  .course  of  action?  What  are .  the 
possible  causes  of  each  problem?  How  can  the  potential  problems  be  prevented 
or  their  effects  minimized?  *' 

Ideally,  the  change  memorandum  should  include  the  specification  of  any 
action  to  be  taken  in  the  event  that  each  particular  potential  problem  occur. 

» 

Staff  Communication 

The  information  contaired  in  a  change  memorandum  must  be  communicated 
to  the  project  staff.    The  project  manager  should  inform  his  staff  of  the 
action  that  is  to  take  place  and  cheir  responsibilities  in  carrying  it  out. 
A  report  to  top  management  should  contain  a  description  of  the  deviation 
which  exists,  the  cause  of  the  deviation,  the  two  or  three  alternative 
courses  of  action  that  have  been  generated  to-  alleviate  the  deviation,  the 
selected  course  of  action,  the  reasons  for  the  selection  of  that  course  of 
action,  and  the  plan  or  change  memorandum  for  implementing  the  selected 
course  of  action. 

Change  Execution 

.  In  the  execution  of  the  action  described  in  the  change  memorandum,  it 
is  the  project  manager's  responsibility  to  make  sure  that  it  is  carried  out 
fully  and  efficiently.    He  must  verify  that  the  responsibilites  designated  in 
the  memorandum  are  understood  by  the  project  staff. 

The  project  manager  must  also  follow-up  on  the  directions  given  to 
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the  staff  to  assure  that  they  are  followed.    The  project  manager  is  well 
advised  to  establish   a  method  through  the  project  reporting  system  that 
will  give  him  early  warning  if  the  execution  of  the  action  is  running  into 
difficulty. 

The  three  steps  of  monitoring  operations --to  note  deviations,  decision-  , 
making  and  decision  implementation- -are  repeated  throughout  the  project. 
The  process  of  operations  monitoring  is  continuous,  since  the  consequences 
of  each  new  decision  are  always  reviewed  as  the  project  proceeds  toward  its 
goal.   Most  deviations,  are  elementary  in  nature  and  can  be  corrected  easily. 
The  project  manager  should  be  prepared,  however,  for  situations  that  might 
create  a  great  deal  of  anxiety  for  his  stuff  and  himself. 

In  summary,  the  operations  phase  consists  of  developing  a  reporting 
system  to  inform  the  project  director  of  the  status  of  the  project  at  any 
give  time  by  comparing  the  actual  to  the  planned  status;  recognizing  positive 
and  negative  deviations  in  terras  of  time,  cost  and  performance;  determining 
the  ca^e  of  each  deviation;  creating  several  alternative  courses  of  action 
to  alleviate  each  deviation;  selecting  the  most  desirable  course  of  action, 
using  criteria  based  on  advantages  and  disadvantages ;  implementing  the  course 
of  action  and  making  changes  in  the  project;  informing  the  staff  and  top 
management  of  the  action  and  the  changes,  and  the  following  through  to  see 
that  the  action  is  carried  out. 


Tumi  to  page.  H.J3  and  fizad  tka 
diAzctiowi)  fan.  ExqacUz  A. 
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Lesson  11 --Implementing  Changes  in  Project  Operations 

Exercise  A 


ViAecti.oM>:    ThiA  cxcAcit>c  continue*  tlii  situation  be$un  in  tlie.  exeAcUei 
in  LeA>6on  10.    With  Kupcct  to  the.  project  problem  (nom  tho6e  cxeJicueA, 
you,  04  project  manaaen.,  have.  beJLe.cted  tiie.  atteJinativc  cou/ue  o$  action  to 
thi^t  the.  u)oikesu>  to  {finish  the.  package*  that  axe  one-hall  '(intihed. 


1.    Listed  below  are  elements  to  be  considered  in  writing  your  change 
memorandum  to  implement  the  action  you  have  decided  upon.  Indicate 
briefly  what  changes,  if  any,  you  would  make  in  each  element. 

Changes  in: 

a.    Project  goal   


b.  Project  work  breakdown 
structure 

c,  Project  task-work  sequence 

d.  Project  time  estimation 

e,  Project  resources  and 
schedule 


f.  Project  budget  and 
expenditure  plan 

g.  Project-  info  mat  ion  system 

h.  Project  information  system 
information 


i.    Project  personnel  respon- 
sibility 

j.  Directions 

k.    Potential  problems 


2.     In  this  particular  case  what  must  you  do  during  the  execution  of  the 
change  memorandum  to  insure  success? 
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3.    Indicate  the  elements  you  would  include  in  a  report  to  top  management. 
Be  specific  Cor  this  problem  which  covers  the  following  points: 

a.  De/iation  

b.  Cause  of  deviation  

c.  Alternatives  •   

d.  Selection 

e.  Reasons 

f.  Plan 


Tuah  to  -the  mx,t  page  and  check  ijoua 
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Lesson  11- -Implementing  Changes  in  Project  Operations 
•      lixercisc  A- -Solution 


1.    Listed  below  are  elements  to  be  considered  in  writing  your  change 
memorandum  to  implement  the  action  you  have  decided  upon.  Indicate 
briefly  what  changes,  if  any,  you  would  make  in  each  element. 

Changes  in: 

a.    Project  goal  None 


Project  work  breakdown 

structure  None 


Project  task-work  sequence     SIvL&t  peMonnel  to  Package/*  I  and  J. 

Project  time  estimation         Additional '  peMonneZ  should  fiiivtih 

mckagoA  on  turn.   


e.    Project  resources  and  schedule  None 


f.  Project  budget  and  expenditure  •      None  <Lxce.pt  jot  poAAiblc 
plan.  boniu>  {{on.  completing. 

g.  Project  information  system  None  


h.  Project  information  system     Shi^t  ojj  pejibonnel  to  package*  ^  I 
in  format  i  on  and  J  to  complete,  them  on  time, 

i.  Project  personnel  respon-  Pe/tion  A  and  B  to  complete  Package  1 
bility  PeAAon  C  and  V  to  complete  Package  J 

j .    Directions  Talk  to  peMon*  adjected  by  the  cliange. 

k.    Potential  problems  Pe/uonnel  not  wonking  tveZl  togeXjux. 

a)  give  encoLLtiag men t  f)On  cooperation  at 
stakt;  b)  give  a  bo nu*  on  move  people 
astound  again      the  problem  occuu. 

2.     In  this  particular  case  what  must  you  do  during  the  execution  of  the 
^change  memorandum' to  insure  success? 

U    CommutUcate  the.  contents  06  the  change  me.no nandum 

— —          -  — — -  - — -  ■  ■       -     -    ■   :  ,  %J.     __  _ 


2.  yoM-kj  tliat  le.iponA  ibi  UtieA  and  ditectloni  ioe^-C  ami  ox  stood  by 
p&uolu  A,  B,  C,  ancflT. 

3.  ,  Set  up  change.!)  in_  til c'  l^l^^di^J^SS!!1  J 0 *  mE ^  0x11/1  ^Jll  jjgir ^ac ^ 

fan,  e&tlf/  t^'^j^ .     ~  " 
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3.    Indicate  the  elements  you  would  include  in  a  report  to  top  manage- 
ment;.   Be  specific  for  this  problem  which  covers  the  following  points 

a,;  Deviation 


Package*  I  and  J  wWL  not  be  &JLni&he4  on 
turn  %l  the  Aitubotion  peXAt&tA,  -,  """" 

b.    Cause  of  deviation   PeJiAonn&l  Working  on  tgo  many  package*  at 


c.  Alternatives 


d.  Selection 

e.  Reasons 


oncdv-. 


'Alt.  l-'ShA^t  peAAonneJL  ajiouwd  to  ^inAAh 
:  P&zkage*  I  and  J I 

j  Alt.  l--Wvui  two  neiu  people  to  help  wtt/i- 
,  pacfeageA  I  and  J]  " 


i 


KktoAnatAVZ  1 


All  package*  toifcl  be  jjtw&jted  on  twz  u)<£k  no 
sLncAQjiA  e  Qf{  expendctuAeA  except  flo^.  po-6-6/Cb£.e. 
bOKuieA . 


f.  Plan 


A  Actmmg/u/  o{(  the  anAu;eA  -to  qtteAtton  I  o^ 

tfltA  l(>AAOtt. 
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Lesson  11 --Implementing  Changes  in  Project  Operations 
Directions  and  Choices  Following  the  Practice  Exercise 


BoAod  on  the  6 eli~ evaluation  oft  youn.  peKiommnce  on  the  exexci*e, 
you  have  tithe.*:  ■  • 

A.    acceptably  t>atA*lied  the.  objective  of,  cheating  a  change  merr- 
ofiandum  and  supplying  infionmation  to  top  management  and  should 
novo  twin  to  tlie  po&t-teAt  &ound  on  page  11.18  . 


Additional  example*,  o^  solution  on.  decision  implementation 
axe  ipund  on  page*  11.20  to  11.24  .    Reiexence*  ion  adcUttonal 
leading  axe  Zi&ted  on  page  11,25. 

B.    not  &ati* &ied  the  objective,  and  should  select  one  on.  mon.e  ofi 
■  the  ^oltowing  coun*e&  o&  action. 

1.  Study  the  additional  example*  beginning  on  page  11.20  ' 
and  then  n.ewon.k  exexci* e  A  on  page  11.13 

2.  Read  Chaptex  Ten  o&  Educational  Vn.oject  Management  by 
VeAmond  L.  Cook  and  then  n.ewon.k  exexcUe  A  on  page  11. 13. 

3.  View  the  *lide-tape  pn.e*entation;  in&txuctionb  axe  on 
page  11.7.  Afitex  tlie.  pn.e*entation,  n.ewon.k  exexci&e 
A  on  page  11.13. 

4.  Read  the  leAAon  naxnative  beginning  on  page  11.8,  and 
then  newon.k  exexci*e  A  on  page  11.13. 

5.  Rewon.k  exexci&e  A  on  page  11.  13. 
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Post -Test 


VVizcAion&i    ?Izcl6&  take.  time,  to  ca/i&fiuZly  cwmeA  the.  multiple,  choice,  and 
the.  tnxie.1  ^aJUe.  question*  given  below.    Von.  the.  multiple,  choice.  question* 
you  ank  to  cin.de  one,  conxect  ok  befit  antweA  (A,B,C  on.  V)  and  ion,  the  txue 
and  idJUe.  you  axe.  to  indicate,  the.  conxect  n.e*pdm>e  with  the,  letten.  T  on.  F. 

PleaAe  mite.  the.  but  &oua  digit*  otf  youn.  Social  Security  number,  on  the.  line, 
below  &o  that  the.  page*  can  be.  identX^ied  Jin  the.  event  they  become. 
bepaKated  . 


1.  What  is  the  major  function  or  purpose  of  a  change  memorandum,  of  an 
implementation  plan7 

A.  To  specify  in  detail  the  corrective  actions  to,  be-  taken 

B.  To  develop  a  plan  for  preparing  alternatives 

C.  To  provide  more  responsibilities  for  the  staff 

D.  To  prepare  a  fdllow-up  plan 

2.  The  creation  of  a  solution  or  decision  implementation  plan  is  basically 
what  general  type  of  management  function? 

A.  Controlling 

B.  Planning 

C.  Organizing 

D.  Directing 

3.  What  major  tasks  comprise  decision  implementation  in  the  operational 
control  phase? 

A.  Creating  a  plan  and  estimating  time 

B.  Making  changes  in  the  project  and  implement  them 

C.  Informing  top  management  and  selected  project  staff  of  changes 
in  the  project 

D.  Creating  a  plan,  informing  the  project . staff  and  top  management' 
about  resultant  changes  and  carrying  out  the  action 

4.  What  are  the  three  basic  steps  in  the  control  process? 

A.  Preparing  schedules,  listing  costs,  and  dec is ion -making 

B.  Deviation  identification,  decision  making  and  decision  implementation 

C.  Creating  a  plan,  preparing  directions,  and  implementing  the  decisions 

D.  Listing  costs,  preparing  directions  and  decision-making' 


\ 
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5.  Why  is  a  plan  needed  for  the  implementation  of  a  problem  solution? 

A.  To  provide  more  responsibilities  for  the  project  staff 

B.  To  satisfy  the  funding  agency 

C.  To  help  insure  that  the  corrective  action  will  be  carried  out 
properly 

D.  To  establish  better  controls  in  a  project 

6.  What  relationship  exists  between  the  planning  and  the  operational 
control  phase  in  the  overall  project  management  context? 

A.  Control  is  independent  of  planning 

B.  Planning  follows  project  control  decisions 
C  Planning  assists  control  to  a  limited  extent 
D.  Planning  is  the  basis  for  effective  control 

7.  Why  is  the  process  of  control  considered  to  be  cyclical  in  nature? 

A.  Most  deviations  in  the  project  are  con^lex  in  nature  and 
frequently  re-occur 

B.  Each  decision  must  be  reviewed  by  project  staff 

C.  The  consequences  of  each  new  decision  need  to  be  reviewed  as  the 
project  proceeds  towards  its  goal 

D.  A  decision  needs  to  be  reviewed  only  in  the  beginning 


Indicate.  wkeXkeA  tkz  AtatemewU  tUted  beZou)  ojul  Vuxq,  ok  AaUz.  bu  mAXZna 
a  T  ok  F  on  tke.  tint. 


8*  The  information  contained  in  the  change  memorandum  must  be 

communicated  to  the  project  staff. 

9-  The  change  memorandum  should  inriude  actions  taken  for  all  the 

project  problems. 

10 •   Any  changes  to  the  task  sequence  of  the  project  should  be 

identified  and  incorporated  into  a  revised  work  flow. 

11  *   Changes  in  the  work  breakdown  structure  and  performance  standards 

of  the  project  should  be  reflected  in  a  revised  work  breakdown 
structure. 

12 •   Jte  three  steps  of  the    process  of  control  are  repeated  throughout 

the  life  cycle  of  a  project.  . 
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13.   A  report  to  top  management  from  the  project  manager  should 

contain  the  selected  course  of  action  but  not  the  reasons  for 
selection. 

14.  The  project  manager  must  verify  particularly  the  responsibilities 
designated  in  the  memorandum  are  understood  by  project  senior . 
staff. 


TuAn-  tk<i  pagt  and  ckzck  youJi  ant>weAA. 
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Lesson  11- -Implementing  Changes  in  Project  Operations 
Directions  and  Ghoices  Following  Lesson  Post -Test 


ViAectionh  i  The  conAect  ant>weAt>  to  le6*>on  11  po6t-te6t  aAe  lifted  down 
the  ntght   moAgin.    Check  youn.  conAict  n.e&pon6eA.  


ViAecti.ont>  :    IjJ  you.  ant>wened  eleven  OA  lehh  question*  ' 
coAnectly,  you  have,  not  acceptably  demon&tAated  knowl- 
edge. o(,  the  solution  on.  decision  implementation  pAocei6 
and  should  select  one  on.  mon.e  oi  the  fallowing  couamu 
o/(  action, 

1.  View  tiie  &  tide- tape  pAe&entatiqn  by  Wining 
to  page  11,7      and  pn.occe.ding.    A^teA  tlie 
pn.e6entation,  tuAn  to  the  Lc6*on  Quality 
ContAot  VoAm  on  page  11.26, 

2.  Read  the  leAbon  nanjiative  beginning  on  page 
11.8,  and  then  tuAn  to  the  Le&&on  Quality 
ContAol  Voxm  on  page  11.26. 

3.  Read  Chapten.  10  oi  Educational  PAoject  Man- 
at  mnt  by  Desmond  L.  Cook  and  then  tuAn  to 
&.  LeAAon  Quality  Control  fonm  on  page  11.26. 

4.  Study  the  additional  example!)  beginning  on 
page  11.20  and  then  tun.n  to  the  LeAton  Quality 
ContAol  Fonm  on  page  11.26. 

5.  Reioo'nk  the  lei  ion  poi>t-tef>t  and  then  tuAn  to  the 
Le66on  Quality  ContAol  fonm  on  page  11.26. 

VinectioM>  i        you  an&wcAed  twelve  oa  moAe  question*  con- 
Acctly ,  you  have  acceptably  demonb tnated  knowledge  o&  the 
solution  on.  decision  implementation  pn.ocet>i>  and  should  now 
tuAn  to  the  Leaon  Quality  ContAol  Vonm  on  page  11.26. 
Additional  example*  on  solution  on.  decision  implementation 
oac  found  on  page*  11.20  to  11.24  .    Re{eAcnce!>  fan  addi- 
tional neading  aAe  luted  on  page  11.25. 


Multiple  Cho 

1.  A 

2.  B 

3.  D 

4.  B 

5.  C 

6.  D 
J-  c 

True/ False 

8.  T 

9.  F 

10.  T 

11.  T 

12.  T 

13.  F 

14.  V 
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\  Additional  Example  A 

John  Jones  is  the  director  of  a  project  to  produce  instructional 
materials  such  as  overhead  projector  transparencies  and  other  art  work 
for  social  studies  instruction  in  the  Midville  School  District.  The 
project  was  designed  to  run  for  twelve  weeks  and  had  as  its  tasks 
(1)    the  identification  of  needs  for  such  items  among  the  school  district's 
social  studies  teachers,    (2)    the  production  of  such  art  work,  and 
(3)    the  tryout  of  the  art  work  produced  to  get  teacher  reaction  so  modi- 
fications could  be  made  if  any  were  needed. 

The  project  has  been  plagued  by  a  flu  epidemic  which  hit  the  town 
during  the  first  four  weeks  of  the  project.    Of  the  five  members  of  the 
project  staff  (the  director,  two  writers,  an  artist,  and  a  typist),  three 
have  been  absent  for  periods  ranging  from  one  to  two  weeks  with  the  flu. 
As  a  result  of  the  delays  which  this  caused,  the  projector  now  finds  him- 
self in  the  seventh  week  of  the  project,  some  two  weeks  behind  schedule 
and  likely  to  get  still  further  behind.    No  art  work  has  been  accomplished. 
The  written  guidance  for  the  artist  is  still  only  about  half  done.  The 
lessons  and  text  which  are  to  accompany  the  slides  and  other  materials  are 
also  about  half  done. 

Faced  with  this  situation,  Mr.  Jones  investigated  several  alterna- 
tives including  simpl>  cutting  down  the  number  of  slide- and- text  sets 
which  would  be  produced,  hiring  another  artist  to  speed  the  art  work,  try- 
ing to  get  an  extension  of  time  for  the  project,  and  a  couple  of  other 
solutions.    After  talking  it  over .with  the  staff,  he  decided  that  the  best 
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decision  would  be  to  hire  another  artist  for  the  final  four  wseks  of  the 
project.    The  writers  could  speed  up  production  of  the  text,  and  with  two 
artists  working  together,  the  art  work  could  be  produced  much  more  quickly. 
It  was  not  possible   to  get  an  extension  of  time  for  the  project  and 
another  artist  was  readily  available  from  another  project  which  had  just 
ended. 

In  developing  his  change  memorandum,  Mr.  Jones  detailed  how  the 
tasks  would  be  changed  with  the  addition  of  the  new  artist.    Each  artist 
was  now  assigned  specific  slide-and-text  sets  to  do  and  could  work  with 
one  of  the  writers  on  each  one.   With  such  close  cooperation  between 
artist  and  writer,  it  was  possible  to  eliminate  part  of  the  internal 
review  on  the  sets;  each  set  went  through  one  review  instead  of  two  as 
previously  scheduled.    The  project  times  were  re-estimated;  the  sets 
would  be  available  for  initial  tryout  on  their  originally  scheduled  date 
but  with  the  two  artists  working,  it  was  now  possible  to  have  the  art 
work  for  two  sets  being  done  simultaneously.    This  also  produced  a  change 
in  the  dates  on  which  some  of  the  sets  were  scheduled  to  be  finished. 
Hie  hiring  of  the  new  artist  also  required  the  transfer  of  funds  from 
other  parts  of  the  budget  to  pay  his  salary.    It  was  planned  that  there 
would  be  a  slight  increase  in  artist's  supply  costs  since  there  appeared 
to  be  a  need  for  duplicating  equipment  between  artists  but  this  cost 
proved  to  be  minimal. 

The  responsibilities  under  the  new  organization  were  clearly  defined 
and  the  school  system's  curriculum  director 'informed  of  the  situation  and 
the  solution. 
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One  problem  which  was  identified  and  which  was  feared  would  cause 
some  trouble  in  the  final  product  was  the  differences  in  the  artists' 
styles.    The  sets  could  readily  be  distinguished  as  to  the  artist  who 
had  done  them  simply  because  their  styles  looked  very  different.  However, 
in  the  initial  tryouts  of  several  of  the  sets,  this  was  not  the  object  of 
unfavorable  comments.    Thus,  the  project  proceeded  ahead  and  was  completed 
on  its  scheduled  date  with  all  products  produced  to  standard. 
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Lesson  11 --Implementing  Changes  in  Project  Operations 

Additional  Example  B 

Assume  for  the  purposes  of  this  example  that  the  problem  situation 
is  the  same  as  that  of  Example  A.   That  is,  the  project  to  produce  over- 
head projection  transparencies  is  two  weeks  behind  schedule  because  of 
the  absences  of  project  personnel  due  to  a  flu  epidemic.    In  this  example, 
however,  the  project  manager  has  chosen  a  different  solution  from  that 
in  Example  A. 

After  examining  several  alternative  solutions,  the  project  manager 
has  decided  that  it  will  not  be  possible  to  hire  an  additional  artist  to 
help  complete  the  project  on  time.    Still,  the  transparencies  must  be 
completed  by  the  project  deadline  date  since  teachers  have  planned  to  use 
them  in  their  classes  on  certain  dates  and  these  transparencies  must  be 
done  by  then.    The  only  alternative  which  seemed  to  be  viable  was  to  lower 
the  quality  of  the  materials  in  order  to  speed  up  production.    After  con- 
f erring  with  rhe  project  staff  and  with  the  teachers  who  would  use  the 
materials,  it  was  decided  that  the  final  product  could  be  altered  in  two 
ways  without  substantially  affecting  their  potential  performance.  First, 
the  drawing  and  art  work  on  the  slides  could  be  simplified.    Instead  of 
using  slides  with  complicated  cartoon  drawings,  most  reproduced  in  color, 
the  drawings  for  the  slides  would  be  simplified  and  would  be  done  in  one 
color  only.    Secondly,  the  number  of  slides  per  lesson  would  be  reduced. 
Only  the  main  points  would  be  covered  by  the  slides. 

In  drawing  up  his  change  memorandum,  the  project  director  outlined 
the  nature  of  the  changes  to  be  made.    Although  the  goals  of  the  project 
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remained  the  same,  the  tasks  involved  in  designing  the  visuals  were  some- 
what simplified.    The  figures  in  the  slides  did  not  need  to  be  as  compli- 
cated, there  was  no  need  to  use  the  processing  whereby  the  slides  could 
be  done  in  three  colors,  and  emphasis  was  placed  on  charts  and  diagrams 
which  could  be  more  quickly  drawn.    This  required  some  change  in  the  work 
flow  since  the  color  processing  was  no  longer  part  of  the  work  sequence. 
The  speed-up  in  the  writing  of  the  texts  which  accompanied  the  slides  and 
the  elimination  of  the  lengthy  color  processing  step  made  possible  the 
revision  of  the  time  needed  to  complete  each  lesson  and  the  consequent  * 
revision  of  the  completion  dates  for  Some  of  the  lessons. 

The  project  budget  was  also  affected  by  the  changes.    With  fewer 
slides  being  produced  and  the  substitution  of  a  less  expensive  one-color 
reproduction  process  for  a  more  costly  three-color  process,  the  expendi- 
tures for  producing  the  final  lessons  could  be  lower.    This  money  that 
was  saved  was  used  to  pay  overtime  wages  for  the  project  typist  so  she 
could  get  out  the  written  texts  that  accompanied  the  slides  on. time. 

The  project  evaluation  system  was  modified  to  include  provision  for 
consents  from  users  of  the  materials  about  whether  the  lessons  would  have 
been  better  had  the  original  standards  been  maintained,  i.e.,  if  the 
slides  had  been  in  color  and  there  had  been  more  of  them.    The  complete 
detailed  change  memorandum  was  distributed  to  the  menders  of  the  staff 
and  their  questions  answered.    The  school  system's  curriculum  director 
was  informed  of  the  changes. 

The  project  was  completed  on  time  and  the  evaluation  of  the  final 
products  indicated  that  the  use  of  fewer  one-color  slides  was  acceptable  to 
the  teachers  and  did  not  produce  results  substantially  different  from  that 
planned  for  the  original  three-color  slides. 
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Lesson  11— Implementing  Changes  in  Project  Operations 

Reading  References 


Additional  knowledge  about  solution  or  decision  implementation  can 

be  obtained  by  reading  from  the  references  cited  below. 

Archibald,  R.  D. ,  and  R.  L.  Villoria.    Network-Based  Management  S  stems. 
New  York:   John  Wiley  and  Sons,  Inc.,  1967,  Chapter  17. 

Baumgartner,  J.  S.    Project  Management.   Homewood ,111.:]  Richard  D . 
Irwin,  Inc.,  1963,  Chapter  6  and  10. 


E.  Merrill,  1971,  Chapter  10.  " 

Woodgate,  H.  S.    Planning  by  Network.    New  York:    Brandon  Systems  Press, 
1967,  Chapter  8. 


Cook,  Desmond  L. 


Columbus,  Ohio:  Charles 
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Lesson  11- -Implementing  Changes  in  Project  Operations 


Lesson  Quality  Control  R>rm 


Direction* :    Please  take  time  to  cane^My  answer  the-  four  questions  given 
below.    Your  answer*  will  provide.  valuable  information  for  the  revi&ion  and 
improvement  of  this  lesson.    Feel  {nee  to  write  additional  comment*  on 
recommendations  on  the  back  of  this  form.    Your  responses  will  be  kept 
itxictly  confidential.    Please  write  the  last  four  digits  of  your  Social 
Security  number  on  the  tine  below   so  that  the  page*  can  be  identified  in 
the  event  they  become  separated   . 


Thank  you  for  youJi  assistance. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


Excellent 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


Turn  the  page  and  proceed 
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Lesson  11- -Implementing  Changes  in  Project  Operations 
Termination  Instructions 


Upon  completion  o&  tiie.  LeAton  Quality  Control  fonm,  you.  one.  to: 

Tqjvl  out  and  staple,  the.  page*  ofi  the.  lehhon  Quality  Control  Tom. 
Place,  the,  ionm  in  the.  bpiduoJL  envelope,  provided. 
Hall- the.  envelope,  to  ReAeatcfi  Ion  BetteA  Schools,  Inc.,  Suite.  1700, 
1700  Market  StKeet,  Philadelphia,  Pennsylvania  19103. 

■Thu>  legion  on  implementing  ckan&eJ>  in  ptiojzct  operation*  i&  woto 
completed.   TuAn  the.  page,  and  Keid  the.  dlne.ction&  ioK  Phait  TeAt  3. 
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Directions:    The  following  pages  contain  a  series  of  items  which  are 
designed  to  assist  you  in  assessing   the  knowledge  you  have  acquired 
from  Lessons  9,  10,  and  11  of  Module  2,    This  set  of  items  gives 
emphasis  to  cognitive  abilities  as  contrasted  to  attitudes  or  skills. 

The  expectation  is  that  you  should  answer  all  items  correctly 
in  order  to  consider  your  learning  in  this  phase  as  being  complete* 
In  this  sense,  the  test  can  be  considered  as  a  mastery  test,  a  mini' 
mum  essentials  test,  or  a  criterion-referenced  test, 

Read  each  item  carefully  and  circle  the  letter  of  the  best  Y 
response  on  the  separate  answer  sheet  immediately  after  this  page, 
After  you  complete  the  last  item,  review  your  responses  then  turn  to 
page  23  which  contains  the  answers  for  the  several  phase  tests  and 
check  your  answers  against  those  presented  there. 

Turn  the  page  and  begin. 
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Operational  Control  Phase  Test 


1.  Before  a  manager  in  a  project  effort  can  adequately  assess  progress 
and  take  administrative  actions,  what  must  he  receive? 

A.   Occassional  progress  reports  from  each  of  the  work  package 

areas.  p 
B     A  continuous  flow  of  data  concerning  the  exact  status  of 

the  project  at  all  times. 

C.  All  project  progress  data  which  is  available  to  him. ' 

D.  Timely  information  which  concerns  his  activities  and  respon- 
sibilities. 

2.  What,,  are  the  basic  procedures  to  be  followed  in  updating? 

A.  Identify  completed  events,  evaluate  completed  activities, 
and  replan  current  activities. 

B.  Audit  current  activities,  replan  future  activities,  and, 
reschedule  future  events.  • 

C.  Identify  completed  events,  evaluate  current  activities,  and 
re-examine  future  activities. 

D.  Calculate  new  time  estimates,  program  a  new  network,  and 
obtain  new  cost  estimates. 

3.  What  is  management  control? 

A.  .  Assuring  that  specific  tasks  are  carried  out  effectively  and 
efficiently. 

f\'      B.    Collecting,  manipulating,  and  transmitting  information, 
fc,      C.    Reporting  financial  information  about  the  organization  to 

the  outside  world. 
D.    Assuring  that  resources  are  obtained  and  used  effectively 

and  efficiently  in  the  accomplishment  of  the  organization's 

objectives. 

4.  What  are  the  three  major  subsystems  that  comprise  a  control  system? 

A.  Reports,  managements,  decision  i<r(pl.ementation. 

B.  Time,  cost,  performance.  ^ 

C.  Project  definition,  network  system,  activities. 

D.  Tasks,  activities,  dummy  activities. 

5.  Management  by  exception' can  be  interpreted  to  mean  a  manager  must 
study  what  types  of  problems? 

A.  All  kev  issues  brought  to  his  attention. 

B.  Key  deviations  between  the' plan  and  execution. 

C.  Those  presented  by  superiors  without  exception. 

D.  Problems  of  exceptional  visibility." 
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6.  Management  report  is  one  kind  of  device  used  to  carry  out  the  con- 
trol function.    What  should  such  reports  include? 

A.  Brief  comparison  of  actual  progress  against  planned  progress; 
improved  situation  resulted  from  previous  corrective  actions; 
and  future  status  or  progress  of  the  project. 

B.  Details  of  task  completion  which  results  in  the  present 
status  of  the  project  and  prediction  of  future  status. 

C.  Detailed  explanation  of  corrective  actions  recommended  in 
order  to  complete  all  the  tasks  within  the  time  frame. 

D.  Resource  shortage  due  to  unexpected  and/or  uncontrolled 
circumstances. 

7.  When  does  the  project  manager  make  use  of  the  control  function  in 
project  management? 

A.  Only  after  objectives  have  been  determined  and  a  plan  set  in 
motion. 

B.  Only  after  a  budget  has  been  completed  and  approved  by  manage- 
ment. 

C.  At  all  times,  oven  during  the  project  planning  phase. 

D.  Any  time  after  the  first  event  in  the  flow  chart  has  been 
accomplished. 

8.  How  can  control  be  most  effectivly  exercised  difring  the  life  cycle 
of  a  project? 

A.  During  the  construction  of  the  network  and  budgeting • 

B.  Careful  planning  of  the  reporting  system. 

C.  Designation  of  points  of  accomplishment  to  be  monitored. 

D.  Measurement  and  quantification  of  behaviors. 

9.  In  general,  who  should  be  charged  with  control  of  an  operation 
within  a  project? 

A.  The  management  team, 

B.  The  project  manager. 

C.  Supervisor  of  the  operation. 

1).    Person  charged  with  carrying  out  the  operation. 

10.    What  is  the  essential  factor  to  be  considered  in  generating  new 
and  alternative  solutions  for  a  part  of  the  project  that  is  a 
problem  area? 

A.  Gather  all  information  and  make  the  decision  as  quickly  as 
possible . 

B.  The  manager  must  know  the  objective  of  his  decision  before 
he  makes  that  decision. 

C.  Gather  together  a  many  project  staff  as  possible  hi  order  to 
generate  solutions. 

D.  Have  the  necessary  control  formula  built  into  the  planning 
phase  of  the  project. 
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11.    Listed  below  are  several  actions  which  a  manager  might  take  as  he 
responds  to  a  status  report.    Select  the  answer  which  contains 
the  set  of  major  importance. 


3.  Generates  alternative  solutions      6.    Prepares  reports 

A.  Acts  1,  2,  3,  and  4 

B.  Acts  2,  3,  4,  and  5 

C.  Acts  3,  4,  5,  and  6 

D.  Actions  4,  5,  6,  and  1 


12.  What  is  the  relationship  between  management  control  and  the 
problem-solving  process? 

A.  No  relationship  exists. 

B.  Problem- solving  is  not  useful  to  managers  but  control  is. 

C.  Control  contains  elements  not  found  in  the  problem- solving 
process. 

D.  They  can  be  considered  somewhat  identical  or  similar  processes. 

13.  How  is  a  problem  defined  in  the  concept  of  management  control? 

A.  As  a  question  to  which  there  is.no  immediate  answer. 

B.  As  a  deviation  between  planned  and  actual  condition. 

C.  As  a  late  report  coming  from  a  subordinate. 

D.  As  a  process  which  has  gone  astray. 

14.  How  does  the  manager  go  about  establishing  whether  or  not  a  problem 
is  considered  as  being  important  or  significant? 

A.  By  asking  the  staff  member  involved  in  the  problem. 

B.  Using  his  own  intuitive  judgment. 

C.  By  setting  standards  or  boundaries. 

D.  By  noting  actions  of  project  personnel. 

15.  Before  corrective  action  can  be  taken,  what  step  must  be  taken 
first? 

A.  Assemble  the  staff  together. 

B.  Find  the  cause  of  the  problem. 

C.  Generate  possible  solutions. 

D.  Set  up  a  format  for  reporting  solution  implementation. 

16.  What  part  of  the  problem- solving  process  involves  the  setting  of 
the  actions  that  must  be  achieved  in  reaching  a  solution? 

A.  Stating  the  needs. 

B.  Stating  the  1  ikes. 

C.  Examining  solutions. 

P.    Ranking  the  alternatives. 


1. 
2. 


Alters  resource  requirements 
Analyzes  problems 


4.  Implements  decisions 

5.  Makes  decisions 
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17.  What  is  the  major  function  of  the  change  memorandum? 

A.  To  set  forth  the  problem. 

B.  To  communicate  decisions  to  project  staff. 

C.  To  notify  higher  levels  of  decisions. 

D.  To  serve  as  a  document  for  the  final  report*  > 

18.  Thinking  about  .the  life  cycle  of  a  project,  when  would  one  expect 
the  highest  number  of  deviations  to  occur? 

A.  In  tHe  initiation  of  the  project. 

B.  During  the  middle  operational  stages. 

C.  At  the  end  of  the  project. 

D.  About  evenly  distributed  in  the  project. 

19.  What  might  cause  a  small  deviation  to  become  a  larger  one  over 
time?  ' 

A.  Failure  of  some  one  to  report  the  deviation. 

B.  Failure  to  take  action  when  it  was  noted. 

C.  Failure  of  management  to  read  forwarded  reports. 

D.  Any  one  or  all  of  these. 

* 

20.  What  relationship  exists  between  the  planning  phase  and  the 
operational  control  phase  in  the  overall  project  manager  operation? 

A.  Good  planning  assists  very  much  in  carrying  out  effective  control. 

B.  Control  is  independent  of  planning. 

C.  Planning  cannot  exist  unless  control  takes  place. 

D.  Planning  is  independent  of  control. 
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Lesson  12- -Project  Termination 


Introduction  to  Lesson 


This  lesson  contains  the  following  items.   Make  sure  that  each 
item  is  present  before  starting  to  work  through  the  lesson. 


B.    Set  of  Color 'Slides  entitled  "Module  2- -Basic  Principles  and  Tech- 
niques  of  Project  Management,  Lesson  12- -Project  Termination." 

C    Cassette  Tape  entitled  "Module  2--Basic  Principles  and  Techniques 
of  Project  Management,  Lesson  12--Project  Termination.". 

EQUIPMENT  NEEDED.    The  following  equipment  will  be  required  for  this 
lesson  and  you  are  advised  to  arrange  for  their  use: 

cassette  tape  recorder 
carousel  slide  projector 
projection  screen 

TRvtE  REQUIRED.    The  tape-slide  presentation  runs  approximately  13  minutes, 
the  exercise  takes  approximately  30  minutes,  and  about  70  minutes  is 
needed  to  complete  the  entire  lesson. 


Page 
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Lesson  12— Project  Termination 
Overview  and  Objectives 

OVERVIEW 

The  previous  lessons  have  dealt  with  the  planning,  preparation, 
and  operational  control  phases  of  project  management.   This  final 
"lesson  deals  with  planning  the  activities  that  are  directed  at  closing 
out  or  terminating  the  project. 

OBJECTIVES 

The  overall  objective  of  the  lesson  is  to  present  the  student 
with  information  and  practice  about  the  activities  required  in  termi- 
nating a  project.  Specifically, 

1.  The  student  should  be  able  to  explain  principles  of  manage- 
ment connected  with  closing  out  a  project. 

2.  The  student  should  be  able  to  list  the  set  of  activities 
required  in  terminating  a  project. 

3.  The  student  should  be  able  to  develop  a  project  termination 

plan. 


R&ad  the.  duizctionA  ion  pneAzAt  on 
tht  joUaiMm  page.  
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Lesson  12  -  -Pro j  ect  Termination 
Pretest 


VJjlzcJxom     Plexuz  take  time  to  casieiully  anAweA  the  multiple,  choice. 
qutetionA  given  below.    ?ok  the  mubtiple  choice,  question*  you  aKe  to 
cJjtcle  one  cowiect  ok  bet>t  anmen.  (A,B,C  ok  V) ,  and  ^ok  the.  ttuxe  and 
iaUe.  you  one.  to  indicate,  the.  cotuiect  leApon&e  uUXk  the.'  lettex 
T  on.  F. 

Piea&e.  vonlte  the.  lat>t  iouK  digit*  o&  youn.  Social  Secu/Uty  numbeJi  on  the 
line  bzlovi  &o  thai  the.  page*  can  be.  Identified  In  the.  event  they 
become.  AzpaAxtied  . 


1.  "Phase  out"  generally  refers  to  closing  out  the  project  at  what  point? 

» 

A.  At  the  end  of  school  year 

B.  When  the  goal  is  reached 

C.  When  project  members  take  new  positions 

D.  After  the  evaluation  report  is  completed 

2.  Who  should  approve  the  project  phase-out  or  transition  procedures? 

A.  Funding  agency 

B.  Project  director  and  superintendent 

C.  Project  director 

D.  Superintendent  and  funding  agency 

3.  What  procedure  or  technique  is  normally  used  to  develop  an 
orderly  phase -down  of  a  project? 

A.  Evaluation  questionnaire 

B.  Systematic  review  of  project  records 

C.  Check  list  of  items  to  be  covered 

D.  Memo  to  the  project  staff 

4.  What  is  usually  the  major  problem  in  project  phase-out  or  transition? 

A.  Preparation  of  reports 

B.  Personnel  disposition 

C.  Equipment  transfer 

D.  Staff  efforts  being  diverted  to  write  new  proposals. 
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5.  What  is  the  main  purpose  of  a  project  final  report? 

A.  Describe  history  of  the  project  in  a  detailed  way 

B.  Provide  documented  information  on  the  budget  and  personnel 

C.  Provide  documented  information  on  the  project  results  for  the 
contractor  and  other  interested  parties 

D.  Provide  mare  information  on  the  project  handbook 

6.  Who  should  have  the  major  responsibility  for  making  decisions  about 
project  records  during  phase -out? 

A.  Funding  agency 

B.  Project  director 

C.  Superintendent 

D.  Superintendent  and  funding  agency 

7.  What  should  be  a  principal  focus  of  the  project  manager  during 
project  phase -out? 

A.  Writing  new  proposals 

B.  Using  unspent  funds  to  buy  equipment 
.    C.  Writing  the  evaluation  report 

D.  Maintaining  staff  morale 


Indicate.  whztkeA  tkz  4>  totem  &nti>  lUtzd  bzlovo  aKt  tAuz  ok  fiaJUz  by  wilting 
T  ok  F  on  the.  Xcne. 


8.   Termination  refers  to  the  stopping  of  the  project  effort  even 

though  not  all  contractual  conditions  have  been  met. 

9.  During  project  phase -out  both  a  project  history  and  project 
evaluation  report  must  be  prepared. 

10.   Project  "transition"  refers  to  the  case  where  a  project  effort 

or  end  product  is  institutionalized  into  an  existing  structure. 

11.   During  project  phase -out,  the  project  manager  must  delegate 

the  authority  to  the  project  senior  staff  to  review  the 
contract  carefully  with  the  funding  agency. 

12.   During  project  termination,  generally  personnel  are  released 

in  terms  of  their  skill  level. 

13.  The  major  work  activity  in  the  production  of  the  project 
history  is  gathering  more  information  about  project  personnel. 

14.   The  plan  for  project  phase -out  can  be  copied  from  previously 

completed  projects. 


C/iec/e  youA  olhawom  on  tkt  toltuulny 
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Lesson  12- -Project  Termination 
Directions  Following  Lesson  Pretest 


Directions :    The  connect  answers  to  Lesson  12  pneXest 
are  listed  down  the^night  margin.    The  le.it  column  is 
ion  the  iinst  page.,' the.  night  column  it>  ion  the.  second. 
Check  your  correct  nesponsed.    In  scoring  your  answer, 
ii  any  pant  o(>  your  nesponse  is  incorrect,  the.  whole, 
item  is  incorrect  lor  purposes  oi  evaluating  pn.eA.ut 
perionmance. 


Directions  i    li  you  answered  eXwm  on  less 
question*  correctly,  you  have  not  acceptably 
demonstrated  knowledge  oi  the  project  tenmi 
nation  pnocess  and  should  nead  the  lesson 
abstract  and  content  outline  on  pages  11.6 
and  12.7.    Then  begin  the  tape-slide  pne- 
sentation  by  tunning  to  the  instructions 
on  page  12.8. 

Directions:    li  you  answered  twelve,  on.  more 
question*  comectly,  you  have  acceptably 
demonstrated  knowledge  oi  the  pnoject 
tenmination  pnocess  and  should  nead  the 
lesson  abstract  and  content  outline  on 
pages  12.6  and  12.7.    Then  ii  you  desire 
to  6kip  the  tape-slide  presentation,  you 
may  do  so  by  proceeding  directly  to  the 
practice  exencUe  on  page  12.18.    Ii  you 
do  desire  to  view  the  tape-slide  pnesen- 
tatlon, turn  to  the  instructions  on  page 
12.8. 


Multiple  Choice 

4 

1.  B 

2.  D 

3.  C 

4.  B 

5.  C 

6.  B 

7.  D 

True/False 

8.  T 

9.  F  . 

10.  T 

11.  F 

12.  T 

13.  F 

14.  F 
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Lesson  12- -Project  Termination 
Lesson  Abstract  and  Content .Outline'   v  . 

 .  •'        -   V  '  < 

•  ••  S 

ABSTRACT 

When  nearing  the  end  of  a  project  the  project  manager  initiates 
the  activities  of  closing  out  the  project *   A  plan  for  these  termina- 
tion activities  is  required  and  includes  the  project  final  report,  the 
project  history  report,  disposition  of  facilities,  equipment  and  supplies 
location  and  reassignment  of  personnel ,  sorting  and  disposition  of  project 
records,  and  final  financial  accounting. 
CONTENT  OUTLINE 

A.  Project  termination  is  the  fourth  phase  of  project  management  mission 
and  can  be  one  of  three  types. 

1.  It  consists  of  a  phase-out  or   completion  of  contract. 

2.  It  is  a  termination  or  cut-off  of  effort  due  to  lack  of  funds 
or  other  causes. 

3.  It  is  a  transition  or  institutionalizing  of  the  project  product. 

B.  Various  project  activities  are  undertaken  during  project  termination. 
These  are: 

1.  Disposition  of  equipment  and  facilities, 

2.  Final  report  preparation, 

3.  Records  retention, 

4.  Personnel  transfer, 

5.  Project  history, 

6.  Contract  review,  and 

7.  Orderly  phase- down  of  activities. 

C.  A  phase-out  or  transition  plan  is  needed  for  orderly  termination. 
1.    The  plan  is  prepared  near  the  final  one-third  of  project  time. 
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2.  The  plan  is  to  be  approved  by  the  parent  organization  and  the 
customer. 

3.  The  plan  includes  a  checklist  to  make  sure  that  necessary  items 
are  covered 

D.  Major  areas  of  concern  in  a  termination  plan  are: 

1.  Personnel  disposition, 

2.  Equipment  and  facilities  disposition, 

3.  Payment  of  bills  and  final  financial  accounting, 

4.  Final  report  preparation, 

5.  Project  history  preparation,  and  • 

6.  Records  identified  for  retention  and  for  disposal. 

E.  A  few  termination  problems  for  the  project  manager  to  be  concerned 
with  are : 

1.  Unusually  high  energy  devoted  to  a  new  proposal. 

2.  Lowered  staff  morale  and  commitment. 

3.  Unnecessary  spending  of  project  funds. 


TuAn  to  thl  pKte&vrfioUAjon  ^intimation*  on 
thz  toUovoing  page,  on  ii  going  dinzctly 
fyi  ^hz  lotion  zxeA(U&a&,  twin  to  page. 
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Lesson  12- -Project  Termination 
Instructions 


1.  SeX.  up  the  KMuoKdoA,  ptioj'ectoA.,  dnd  toieen. 

2.  Place  the  canouhel  &lide  tAay  onto  the  pioio.cX.oK  and  advance  the 
tstay  to  the^toU  o6*Bat>ic  V/UncipleA  'and  Tejchniquib  oi  Project 
Management— Le^/>  on  12,  Project  TeJurUnation." 

3.  Place,  the.  exu&ette  tape  ion.  tkti  leMhon  Into   the  KecofideA  and 
rewind  to  the.  rewind  Atop. 

4.  StaAt  the.  necondeh.  and  advance  the  &  tide*  with  the  "change  tone." 


9 
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Lesson  12- -Project  Termination 
Lesson  Text 

\ 

\ 

I..  :rpduction  \ 

As  project  operations  approach  the  attainment  of  the  goals  established 
for  the  project,  attention  inns*  be  given  to  object  termination.   This  lesson 
concentrates  on  those  activities  with  which  the  project  manager  must  be 
concerned  during  this  fourth  and  final  phase  in  the  project  life  cycle. 

Every  project,  by  definition,  has  a  finite  lifck  A  project  ends  idien 
the  goal  is  reached  or  the  end  product  is  produced.   Three;  oasic  situations 
arise  when  talking  about  ending  a  project  and  various  words  have  been  coined 
to  refer  to  these  situations.    Phase-out  generally  refers  to  closing  out  the 
I  project  when  the  goal  is  reached.   Termination,  although  generally  refering 
to  the  ending  of  a  project,  can  also  be  used  to  refer  to  the  specific  case 
of  the  stopping  of  the  project  effort  even  though  not  all  contractual  conditions 
have  been  met.    This  may  occur  if  funding  is  cut  off  or  if  there  is  a  failure 
to  satisfy  the  terms  of  the  contract.   Transition  refers  to  the  case  where 
a  project  effort  or'end  product  is  institutionalized  into  ui  existing  structure 
and  becomes  an  on- going  operation  or  program.   Hie  primary  concern  in  this 
lesson  will  be  an  the  situations  where  the,  contractual  conditions  have  been 
met  and  the  project  effort  is  either  to  be  phased  out  or  transitioned  into  an 
on- going  operation. 

Transition/Phase-Out  Plan 

Regardless  of  whether  a  project  is  involved  in  transition  or  phase-out, 
the  project  manager  must  give  attention  concurrently  to  several  items.  Anong 
these  are  informing  project  personnel  of  phase-out  or  transition  procedures; 

532 


Module  2  12.10 
Lesson  12  «  5 

arranging  for  the  disposition  of  project  equipment  and  facilities ;  preparing 
and  writing  a  final  report  for  the  contractor  or  funding' agency ;  determining 
which  records,  reports  and  similar  documents  are  to  t?e  retained,  as  required 
by  the  funding  agency,  contractor  or  parent  organization;  arranging  for  the 
transfer  of  permanent  project  personnel  and  the  termination  of  temporary 
personnel;  settling  outstanding  bills;  preparing  and  writing  a  project 
history  for  reference  by  other  project  di rectors1;  reviewing  the  contract 
carefully  with  the  customer  to  be  sure  that  all  conditions  have  been  met  or 
that  mutually  satisfactory  arrangements  have  been  made;  and  supervising  the 
orderly  completion  of  remaining  project  activities  and  operations. 

In  order  to  insure  that  these  activities  are  performed,  a  plan  for 
project  transition  or  phase-out  should  be  prepared  in  advance  of  the  com- 
letion  of  the  project.  Although  no  specific  time  can  be  given  as  to  when 
such,  a  plan  should  be  prepared,  a  rule-of- thumb  might  be  to  have  the  plan 
developed  near  the  date  for  the  beginning  of  the  final  third  of  the  opera- 
tions phase.  The  plan,  once  developed,  might  have  to  be  approved  by  both 
the  funding  agency  (or  customer)  and  the  parent  organization. 

The  actual  phase-out,  or  transition,  requires  close  coordination  between 
the  functional  managers  of  the  parent  organization  and  the  project  manager, 
so  that  adequate  integration  of  released  resources  into  on-going  programs 
can  be  achieved.    In  order  to  facilitate  an  orderly  phase- out  or  tran- 
sition, it  is  advisable  to  develop  a  checklist  of  items  to  be  covered  in 
the  phase- out  or  transition  plan.    Hie  checklist  should  include  the  four 
major  areas  of  personnel  disposition,  facilities  and  equipment  disposition, 
final  report  and  project  history  preparation,  and  the . management  of  project 
records . 
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Personnel  Disposition.-  A  major  responsibility  of  the  project  manager  is 
to  conduct  a  smooth  transfer'  of  the  project  staff  to  other  work  activities. 
Thus,  personnel  disposition  is  of  prime  concern  in  project  phase -out  or 
transition.   As  projects  near  con^.  ::ion,  project  personnel  often  express 
anxiety  about  their  future.    Two  means  foi  relieving  anxiety  about  job 
security  are  the  careful  initial  selection  of  personnel  and  assistance  in 
transfering  them  to  other  wcrk  activities  during  project  phase-out.  Careful 
initial  selection  means  identifying  personnel  with  skills  and  experience 
that  can  be  easily  transferred  to  o  the  Afunctional  departments ,  or  even  to 
other  projects.  The  disposition  of  temporary  personnel  is  handled  by  making 
active  efforts  to  inform  other  projects  anoV-departments  of  their  quali- 
fications and  availability  by  formal  or  informal  means. 


Facilities  and  Equipment  Disposition.-  The  disposition  of  facilities  and 
equipment  can  be  a  formidable  problem  for  the  project  manager.  Information 
should  l/e  specified  for  each  item  regarding  its  location,  current  condition, 
when  iKwill  be  available,  and  any  limitation  on  its  use.    Project  facilities 
and  equipment  are  often  transferred  to  other  projects,  departments,  or  in- 
ventory, or  (if  permitted),  retained  by  the  functional  personnel  in  the 
immediate  area  housing  the  project.    In  most  cases,  the  funding  agency  re- 
tains title  to  selected  equipment  or  facilities  and  informs  in  project  of 
the  manner  of  its  disposition. 


Final  Report.-  In  either  the  phase-out  or  transition  situations  attention 
must  be  given  to  the  production  of  the  project  final  report.    Such  a  report 
provides  documented  information  on  the  results  of  the  project  for  the 
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funding  agency  and  other  interested  institutions  and  individuals .   The  two 
main  sections  of  the  report  are  the  narrative  and  the  appendix. 

The  narrative  can  be  subrdivided  intu  the  subsections .of  identification 
data  and  body.    Identification  data  consists  of  such  items  as  a  cover, 
title  page,  acknowledgwents ,  abstract,  list  of  figures,  list  of  tables  and 
disclaimers.   The  body  contains  a  review  of  project  activities  covering 
such  areas  as  objectives,  procedures,  problems,  data,  recommendations  and 

«» 

conclusion. 

The  appendix  usually  contains  original  data,  tables,  charts,  special 
data  collection  instruments,  and  similar  items,  supporting  the  narrative  but 
not  of  interest  to  all  readers .    A  budget  summary  may  be  included  if  requested 
by  internal  or  external  organizational  units. 

In  addition  to  preparing  the  final  report  document,  procedures  for 
disseminating  copies  of  it  to  both  internal  and  external  offices  concerned 
with  the  project  should  be  specified. 


Project  History.-  Attention  must  also  be  given  to  the  preparation  of  a 
project  history.    The  project  history  provides  a  documented  written  record 
of  the  history  of  the  project  from  its  creation  to  its  termination.  Properly 
prepared,  it  can  help  in  the  planning  of  new  projects  by  providing  information 
derived  from  experience  regarding  dimensions  of  uncertainty  in  a  new  project. 

The  project  history  is  created  from  items  such  as  progress  reports, 
minutes  of  staff  meeting,  internal  memos,  and  personal  recollections.  Although 
the  final  report  can  serve  as  the  project  history,  some  parent  organizations 
require  a  separate  document.    In  contrast  to  project  final  reports,  procedures 
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and  format  for  the  preparation  of  the  project  history  are  not  nearly  as 
formal.    Style  and  format  are  at  the  discretion  of  the  project  staff.  Typically, 
however,  a  project  history  includes  such  items  as  a  project  description, 
contract  negotiations,  significant  problems,  their  cause  and  corrective  actions, 
personnel,  list  of  publications  and  reports,  and  .recommendations  for  future 
projects.    The  major  work  activities  in  the  production  art  work,  typing,  repro- 
ducing, and  disseminating.    Time  and  resources  should  be  allowed  in  the  original 
project  planning  to  carry  out  these  activities. 

i 

Project  Records.-  The  management  of  project  records  is  a  major  area  of  respon- 
sibility for  the  project  manager.   He  must  decide  which  documents  such  as 
correspondence,  requisitions,  memos  and  personnel  appointments  should  be 
retained  and  which  ones  can  be  destroyed  or  purged.    The  decision  often 
employed  is  to  retain  only  those  documents  which  the  funding  agency,  parent 
organization,  auditor  or  project  manager  require  or  desire  for  the  justification 
of  project  action. 

Typical  items  that  might  be  retained  include  the  contract  and  all  agree- 
ments,  budget  expenditure  reports,  personnel  appointment  papers,  travel 
reimbursements,  original  test  data,  correspondence  or  memos  noting  major 
project  changes,  progress  and  final  reports,  and  items  required  by  auitors 
and  the  parent  organizations .    Typical  items  which  might  be  discarded  are 
draft  copies  of  working  papers,  working  ccpies  of  documents,  and  travel 
duplicates. 

i 

Transition 

As  stated  earlier,  although  both  project  phase-out  and  transition 
situations  have  many  common  elements,  project  transition  does  have  special 


Module  2  22  14 

Lesson  12 

considerations  to  which  attention  must  be  given.   Since  transition  is  a 
form  of  institutionalizing  a  change,  the  project  director  and  his  staff 
should  be  prepared  to  deal  with  the  typical  concerns  and  axiety  that  are 
present  whenever  change  is  introduced  into  the  body  of  an' organization.  The 
project  manager  must  adequately  orient  the  users  to  the  new  process  or 
procedures,  dispel  rumors  or  threats  to  job  security,  and  facilitate  a  gradual 
change  from  old  to  new  practices. 

Phase -Out 

In  the  case  of  project  phase-out,  the  project  director  must  be  prepared 
to  recongnize  and  prevent  frequently-ocurring  problems    One  problem  is  the 
tendency  of  project  personnel  to  put  time  and  energy  into  developing  new 
proposals  in  an  attenpt  to  provide  for  job  security..   Consequently,  current 
project  efforts  are  often  allowed  to  slip.   A  second  problem  is  that  the 
staff,  knowing  the  project  is  to  be  phased  out;  may  develop  low  morale  and 
consequently  lower  their  conmitment  to  the  project.    A  third  problem  is  the 
tendency  to  "use  up"  any  unexpended  funds  by  buying  possibly  useless 
materials  or  equipment. 

Summary 

A  plan  for  project  phase-out  or  transition  should  be  created  and  implemented. 
The  plan  may  have  to  be  approved  by  both  the  project  parent  organization  and 
funding  agency.    The  plan  should  cover  personnel  disposition,  facilities  and 
equipment  disposition,  report  preparation,  and  the  disposal  and  retention  of 
project  records. 
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During  phase -out,  the  project  manager  should  focus  his  primary  attention 
upon  effectively  concluding  the  project,  as  well  as  being  concerned  with 
current  activities,  staff  morale,  and  the  possible  waste  of  resources.  When 
properly  handled,  concluding  activities  can  mark  the  conpletion  of  a  highly 
successful  and  well-managed  project. 


Taftn  to  page.  12.18  and  Hmd  tko. 
dOtzc£Lon&  ion.  ExeAC&e  A. 
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Lesson  12- -Project  Termination 
Exercise  A 


Vi%ection&:    Attached  a&  page*  12,20  through  12.24  u  the.  outline,  ofr  a 
pnopo&al  which  you  can  a6Mim&  id  to  be.  funded.    Study. the,  proposal  ccuic- 
AuZty,  then  indicate  tow  one.  might  plan  to  handle,  item  A  tiutough  F  on 
the.  joUbowing  two  page*.   

A.    Disposition  of  the  case  reports  to  which  reference  is  made: 


B.    Disposition  of  teacher  aides  identified  in  the  proposal: 


C.    Disposition  of  the  Gates -MacCintie  Reading  Tests  and  the  basal 
reader  scries  to  which  reference  is  made:"  — 


D.    Disposition  of  memos  and/or  niijuitos  originating  from  the  meetings 
with  the  reading  consultant: 


Continue  on  next  pac\v 
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E.    Disposition  of  the  Hoffman  Reading  Machines  noted  in  the  Budget  Section: 


F.    Being  a  good  project  manager,  Mr.  Smith  decides  to  outline  early  the 
contents  of  the  final  report.    He  decides  that  the  following  items 
would  be  included.    For  each  item  listed,  indicate  if  you  agree  or  dis- 
agree with  its  placement  in  the  report.    If  you  disagree,  give  a  reason 
for  so  doing  in  the  space  provided. 

Agree  Disagree 

1.    Written  monthly  report  submitted  by  personnel.     


2.    Description  of  measurement  techniques  and  how 
they  were  employed. 


3.    Objectives  C  and  D  relating  to  support  services. 


4.    Summary  of  amount  paid  in  retirement  funds. 


TuAn  to  page.  12.25  and  check  you/t.  wofik. 
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Non-Public  Reading  Proposal 
Subsection  1 1.    Program  Activities 

* 

1.1  Subject  to  be  taught 

Remedial  Reading 

1.2  Grade  levels 

Grades-  3  to  6  inclusive 
Grade  3- -36  pupils 
Grade  4--32 
Grade  5- -33 

Grade  6 -  —  36     "  Total:    137  pupils 

1.3  Needs  of  children 

A.  A  strong  foundation  in  reading.    Attention  will  be  given  to 
children  who  have  fallen  below  grade  level  in  reading  and 
who  therefore  need  remedial  reading,  assistance. 

B.  More  individual  attention  from  classroom  teachers. 

C.  Greater  parental  understanding  of  the  role  of  the  school  in 
their  children's  lives. 

D.  Increased  medical  and  dental  care. 

1.4  Objectives  of  the  program 

A.    Bring  children  with  reading  deficiencies  ur>  to  their  proper 

grade  levels. 

1.  To  constantly  strive  to  place  each  child  on  his  reading 
level  expectancy. 

2.  To  take  into  account  individual  differences  to  provide 
flexible  and  adaptable  reading  instruction  based  upon 
the  student's  background,  academic  achievement,  reading 
level,  desires,  motivation  and  potential  ability. 

3.  To  heir)  the  student  who  needs  visual  and  auditory 
perceptual  development. 

4.  To  help  students  develop  the  basic  sight  vocabulary. 

5.  To  help  the  student  use  independent  word  attack  skills 
through  the  use  of  phonic  structural  analysis. 

6.  To  help  the  student  maintain  phonic  and  word- learning 
skills  by  the  introduction  of  informal  activities. 

7.  To  help  students  recognize  their  own  reading  errors  and 
be  interested  in  correcting  them. 

8.  To  produce  students  who  will  seek  help  when  they  have 
a  need  of  it. 

9.  To  help  the  student  achieve  effective  oral  reading  skills 
10.    To  provide  stories  associated  with  the  student's  personal 

experiences  and  interest  level. 
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Non-Public  Reading 

Subsection  II.    Program  Activities 


11 
12 
13 
14 


15 
16 


To  help  the  student  to  comprehend  the  meaning  of  words 
phrases,  and  sentences.  (  ' 

To  help  the  student  become  aware  of  sequence  relation- 
ships in  sentences. 

To  help  the  student  develop  a  recognition  of  the  pro- 
noun referent'  in  comprehending  sentence  meaning. 
To  help  the  student  to  recall  details  by  identifying 
problems    anticipating  action,  comparing  and  contrast- 
ing,   and  summarizing  ideas. 

To  help  the  student  to  read  to  the  end' of  the  sentence 
or  paragrapli  without  interruption. 
To  help  the  student  identify  main  ideas  in  paragraphs 
and  stories.  K 

17.  To  help  the  student  organize,  summarize  and  assimilate 
ideas  gained  through  his  reading. 

18.  To  help  the  student  make  generalizations,  inferences, 
judgments  and  to  draw  conclusions  from  them. 

19.  To  help  develop  students'  self-confidence  by  correcting 
their  reading  difficulties. 

B.  Have  as  many  of  these  children  as  possible  performing  at 
their  appropriate  grade  levels  in  other  academic  subjects 
which  involve  reading; 

C.  Increase  the  degree  of  cooperation  between  parents  and 
schools. 

D.  Provide  identification  and  treatment,  where  possible  of 
medical,  biological,  psychological,  and  educational  problems 
Which  may  be  causing  problems  in  reading. 

1.5  Program  Procedures 

A.    Provide  small  group  instruction  in  reading  to  supplement  the 
regular  classroom  program  by  hiring  additonal  reading 
teachers.  6 

>  B.    Provide  teacher  aides  so  that  teachers  can  devote  more  time 
to  individualized  instruction. 

C     Increase  contacts  between  the  home  and  school  through 
increased  home  and  school  visitor  find  allied  services. 

D.    To  provide  additional  psychological  and  medical,  services. 

1.6  Program  Staff 

2  teachers  of  reading 

4  teacher  aides --one  from  each  school 

support  services  as  needed  (refer  to  2.3) 


0.4  v 
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Non-Public  Reading 

Subsection  II.    Program  Activities 

1.7   Measurement  Techniques 

The  program  objectives  will  be  measured  by  t'he  teacher  through 
the  use  of 

a)  personal  interviews 

b)  check  lists 

c)  behavioral  charts 

d)  simple  questionnaires 

e)  summaries— teacher  and  student 

Students  will  be  required  to  follow  the  regular  testing  program 
of  SRA  Achievement  Series  and  Primary  Mental  Ability  Series. 
An  additional  test,  namely  Gates  MacGintie  Reading  Tests  will 
be  administered  at  the  outset  and  at  the  conclusion  of  the 
program  to  all  children  involved  in  this  reading  program. 

In  addition  to  these  tests,  the  tests  accompanying  the  basal 
reader  series  will  be  administered  during  the  program.  Also, 
informal  tests  such  as  those  found  in  magazines  and  newspapers 
and  those  developed  by  the  classroom  teacher  will  help  deter- 
mine the  reading  progress  of  the  student*  > 

Teachers  will  maintain  written  records  and  will  submit  monthly 
reports.    Results  of  the  use  of  teacher  aide  services  will  be 
evaluated  in  written  monthly  reports  of  their  activities.  The 
home  and- school  visitor  will'prepare  case  reports  on  the  pro- 
cedures used  and  outcomes  achieved. 

2.1  Support  Services 

Home  School  Visitation 
*   guidance  counselor 
sociologist 
psychologist 

health  services- -medical  (visual,  auditory,  general 
fitness  examination) 

2.2  Support  Services  Objectives 

Objectives  A  and  B  above  arc  instructional  in  nature; 
Objectives  C  and  D  are  supportive.    'Hi is  latter  is  directed 
toward  problems  which  can  hinder  the  attainment  of  the  instruc- 
tional objectives.    Objective  C  will  be  directed  to  removing 
social  and  faflTUy  problems.    Objective  I)  will  be  directed  to 
improving  health  by  overcoming  medical  problems. 

2.3  Support  Services  Procedures 

The  home  and  school  visitor  will  be  assigned  to  the  cooperating 
schools  to  provide  services  in  addition  to  those  already  p\ o- 
vided  by  the  school  district. 
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Non-Public  Reading  t 
Subsection  II.    Program,  Activities 

The  health  personnel  will  examine  children  for  possible  physical 
deterrents  to  learning  and,  where  possible,  provide  for  correction. 

The  services  of  a  guidance  counselor,  a  psychologist  and  sociolo- 
gist may  be  required  to  deal  with  personality  and  home  problems 
which  may  be  causing  the  reading  problems. 

The  services  of  these  individuals  should  be  available  when 
required. 

2.4  Support  Services  Staff 

1  Horn  School  Visitor 

Health  personnel  services  as  needed 

Other  supportive  services,  e.g.,  psychologist,  sociologist, 
guidance  counselor,  as  needed. 

2.5  Support  Services  Measurements  and  Techniques 

All  Title  I  personnel  submit  written  monthly  reports. 
Support  personnel  will  indicate  activities  engaged  in,  number 
of  cases  treated  and  progress  and  outcomes  for  those  cases.  An 
end  of  the  year  summary  provides  a  total  picture  of  accomplishment. 

3. 1  Inservice  Programs 

Reading  teachers  and  aides  will  meet  with  the  reading  consultant 
to  be  oriented  to  the  working  of  the  program,  viz.,  the  problems' 
and  needs  of  the  children  and  the  manner  in  which  these  needs 
will  be  met  and  the  problems  attacked. 

Reading  teachers  and  aides  will  also  meet  with  the  teachers  of 
grades  3  to  6  to  explain  the  manner  in  which  they  will  try  to 
remediate  the  children's  reading  difficulties.    Reading  teachers,  , 
aides,  home  visitors  and  building  principals  will  meet  period- 
ically for  purpose  of  review  and  modification  of  program. 

3.2  Consultants 

The  services  of  consultants  are  a  necessary  part  of  this  program.. 
'  A  reading  consultant  will  be  available  to  advise  reading  teachers 
when  problems  are  encountered  and  to  orient  the  regular  classroom 
teachers  as  to  their  roles  in  the  program- -e.g. ,  supportive,  etc. 
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Budget 

SALARIES  OTHERS  '  CONTRACTED  TOTAL 

Instructional  (200) 

$  .132. 


231 

1  Supervisor  or  Consultant  ' 
(Inservice)  12  hours 

213 

2  Teachers 

$19,000. 

213 

2  Teachers  (Inservice) 
12  hours 

132.  ' 

218 

2  Teacher  aides 

6,400. 

218 

2  Teacher  aides  (Inservice) 
12  hours 

60. 

222 

Ginn--360  Readers 

$ 

3; ooo. 

222 

Gates-MacGinitie  Tests 

50. 

222. 

Other  tests 

100. 

222 

Instructional  Supplies 

400. 

222 

48  Sets  Hoffman  Reading 
Kits  at  $99. 

4,752. 

221 

4  Johnson  Kress  Reading 
Series  Primary 

.  250. 

221 

4  Johnson  Kress  Reading 
Series  Intermediate 

250. 

231 

Educat i ona I  Con  f eronccs 

150. 

239 

Other  expense- -mileage 

250. 

'  Total  Instructional  $34,926. 

Attendance  (300) 

312    1  Home- School  Visitor  4,500. 

330    Other  expense- -mileage  150. 


4,650. 


Fixed  Charges  (800) 

831  Retirement  1,175. 

832  PICA                                   .  1,175. 

833  Workmen's- Compensation  100. 

834  Insurance- -Staff  750.  _ 

Total  Fixed  Charges  ~~  T^MT.' 

Hquipment  (1200) 

1243  8  Hoffman  Reading  Machines  $385.  ea.  3,080. 

1243  8  Listening  Sets  $69.  ea.  552.   

Total  Hquipment  „_    3,632. 

Total  Budget            B0,092.  $1671847  "$132.  14674087 

Elementary  Guidance  Activity  Contribution:    1  Guidance  Counselor 
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Lesson  12--Project  Teraiination  » 
Exercise  A- -Solution 

Virections:    The  solution  given  beZow  is  one  o&  many  possible  solutions* 
Compare  your  answzrs  with  those.  beZow,  realizing  that  your' s  need  only 
approximate,  these.    . 


A.    Disposition  of  the  case  reports  to  which  reference  is  made: 

The  student  case  reports  will  be  transferred  to  appropriate,  building 
principals  and  iiled  with  student  folders.  These  reports  need  to  be. 
available  to  educational  sta^  in  relating  to  the  student*. 


B.  Disposition  of  teacher  aides  identified  in  the  proposal:  » 

It  may  be  assumed  that  the  project's  remedial  reading  program  wiH 
become  integrated  into  the  school  district's  reading  program.  This 
assumption  is  justified  due  to  the  current  emphasis  cn  individual 
instruction  and  the:- great  potential  o^zred  by  s>uch  a  program.  Con- 
sequently, the  teaching  aides  will  be  reassigned  as  school  district 
employees  undeA  the  instruction  title  otf  the  district's  appropriation 
measure  and  provided  that  &unds  are  available. 

C.  Disposition  of  tjie  results  and  the  used  Gates-MacGintie  Reading  Tests 
and  the  basal  reader  series  to  which  reference  is  made: 

The  results  otf  the.  tests  will  be  entered  into  the  student's  penmantnt 
school  record.    The  test  instruments ,  once  used,  will  be  destroyed 
at  the  conclusion.    The  basal  reading  series  will  be  retained  in  tiie 
classroom. 


ERIC 


D.    Disposition  of  memos'  and/or  minutes  originating  from  the  meetings 
with  the  reading  consultant: 

The  memos  and  minutes  dealing  with  the  reading  consultant  will  be 
reviewed.    The.  major.iX.ij  will  be  discarded  while  the  mare  important 
ones  will  be  placed  in  a  Ute  ior  reference.    The  more,  important 
ones  to  be  saved  might  re^eA  to  problems  and  their  method  o<(  sofution 
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E.  Disposition  of  the  Hoffman  Reading  Machines  noted  in  the  Budget  Sect  km 

•  The.  funding  agency  and  tho  pafio.nl  oKganizat.ion  mil  entcK  into  a 
.  mitten  aQK2.omQ.nt  about  disposition  orf  these  machines':    The  pKoject 
manage*,  will  mite  a  let.teK  proposing  that  the.  mad\ine,s  be  tuKned 
oven,  to  the  school  district  ioK  inventoKy  contKol  and  ioK  us  2  in 
tkeJji  Kea.di.ng  pKogKam. 

F.  Being  a  good  project  manager,  Mr.  Smith  decides  to  outline  early  the 
contents  of  the  final  report.    lie  decides  that  the  following  items 
would  be  included.    For  each  item  listed,  indicate  if  you  agree  or 
disagree  with,  its  placement  in  the  ceport.    If  you  disagree,  give  a- 
reason  for  so  doing  in  the  space  provided.  ~ 

Agree  Disagree 

1.  Written  monthly  report  submitted  by  personnel. 

(Reason  for  rejection  i f  disagreement) :  / 

VisagKeement.  is  coKXect  hexe  since  thcKe  is  no 
KeaZ-  need  to  include  the  monthly  KcpoKts  as  sudu 
It  wuld  be  useful  to  ,inctud,c  a  summaxy  xogaxding 
the  use  and  xole  oh  the  montlilu  Kepoxts  in  the 
pKoject. 

2.  Description  of  measurement  'techniques  and  how 
they  were  employed.  (Reason  for  rejection  if 
disagreement) :  - 


[kgKement  ] 


3.    Objectives  V.  and  D  relating  to  support  services. 
(Reason  for  rejection  if  disagreement); 


[Kgxeoment] 


4.    Summary  of  amount  pa  id' in  retirement  funds. 
(Reason  for  rejection  if  disagreement.): 

Clthet  anaee.i  is  co'iKect  ho-io  f>inc.e  some  pt'eiect 
dinal  Ko.putts  wH'l  inc.l'ude  cost,  bummam  leliilo  othens 
do  not.    The  project  manage*  should  ;Und  out  farm  tJh- 
funding  agencu  eaKl'y  <',<(  a  cost  summa'm  is  to  bo  included 
in  the  Unal  Kepoxt  on  i{  it  will  be.  handled  ax  some  othe\ 


manne. 


n1  on  t<>  Ixetcise  B  (•)!  the.  next  pan* 
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» 

Lesson  12- -Project  Termination 
Exercise  B 

ViAtctiom :    ConAtcX  tkt  termination  plan  on  page.  12.28  and  12.29  by 
dAawing  a  lint  through  thz  inadvi&abld  iXm6  ana  by  adding  in  the.  bpace. 
pn.ovide.d  andex  "l/I  Additional  Item"  thot>e.  item*  wkie.li  a/ie,  minting. 

SETTING 

Tj  

^         The  project  on  Individual  Reading,  Title  I  ESEA,  for  the^ Metro- 
politan School  District  is  ne^ring  its  completion.    The  project  activi- 
ties will  be  absorbed  into  the  elementary  reading  program  of  the  school 
system.    Jim  Barnes,  a  project  manager- in- training,  has  been  assigned 
to  you  for  the  purpose  of  gaining  management  experience.    You  have 
directed  him  to  study  a  set  of  self- instructional  materials  on  project 
management  (EPMIS) .    Upon  completion  of  the  lesson  on' project  termina- 
tion, you  haye  requested  that  he  prepare  an  outline  of  a  termination 
plan  for  your  reading  project. 

The  termination  plan  activities  listed  by  the  manager- in -training 
are  given  below.    Certain  of  ;these  activities  are  not  advisable  while 
others  have  been  inadvertantly  omitted. 
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Termination  Plan 

XsJ.    Final  Report 

\ 

\A.    Collect  as  supporting  information  for  the  report  writing  task, 
\     statements  about  project  procedures  problems,  recommendations, 
and  conclusions. 

B.  Write  an  outline  of  the  final  report  using  the  project  staff. 

C.  Direct  the  staff  to  write  detailed  descriptive  reports  of  their 
work  and  submit  these  as  appendices  to  the  report. 

II.    Disposition  of  facilities,  equipment,  and  supplies 

A.  Have  contracting  agency  specify  the  items  to  be  returned  to  them. 

B.  Have  project  staff  declare  preference  so  that  equipment  and 
supplies  can  be  distributed  for  personal  use. 

C.  ^Get  directions  from  parent  organization  on  items  that  are  to 
*be  turned  over  to  the  school  district. 

III.    Report  of  Project  History 

A.  Make  a  list  of  procedures  that  proved  especially  helpful  for 
.   the  project. 

B.  Make  a  list  of  the  problems  encountered  and  the  methods  used, 
for  solutions. 

C.  Compile  a  set  of  the  more  important  documents,  forms,  and  staff 
meeting  notes. 

IV.  Project  Bills  and  Financial  Account 

A.  Note  the  outstanding  bills  mid  commitments  and  arrange  for 
payment . 

B.  Financial  arrangements 

"l.    Direct  extra  effect  at  recording  payments  and  projecting 
obligations  up  to  the  project  terminal  date. 

2,    Order  equipment  and  supplies  the  last  few  days  so  that 
all  the  project  money  is  spent. 

V.  Project  Records 

A.    Mail  the  project  records  (originals  or  duplicates)  to  the 
contracting  agency. 


\ 
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B.  File  in  permanent  storage  files  the  more  important  project 
documents  such  as  contracts,  expenditures,  personnel  papers ; 
some  correspondence,  and  reports. 

C.  Transfer  unimportant  project  records  to  the  parent  organization 
for  disposition. 

VI.    Additional  Items 


Module  2 

Lesson  12  ]2 


Lesson  12- -Project  Termination 
Exercise  B- -Solution 


QiwUion* :  The  item  that  you.  should  have  clotted  out  in  e.ach  nation  ate 
Itited  balm.  Somz  Item  that  you  might  have,  added  axe  Itited  undeA  "Addi- 
tional Item."   Check  yowi  an6u)vu>. 


Termination  Plan 

I.    Final  Report 

c.    Direct  the  staff  to  write  detailed  descriptive  reports 
out  of  their  work  and  submit  these  as  appendices  to  the 

report. 

II.    Disposition  of  Pacilities,  Equipment,  and  Supplies 

R.    Have  project  staff  declare  preference  so  that  equipment 
CA066  out  and  supplies  can  be  distributed  for  personal  use. 

ill.    Report  of  Project  History  * 
(all  iters  are  advisable) 

IV.  Project  Bills  and  financial  Account 

R.    2.    Order  equipment  and  supplies  the  last  few  days  so 
cap a  oat  that  all  the  project  money  is  snent. 

V.  Project  Records 

A.    Mail  the  project  records  (originals  or  duplicates)  to 
CAQi>t>  out  the  contracting  agency. 

C.    Transfer  unimportant  project  records  to  the  parent 
etas*  out  organization  for  disposition, 

VI.    Additional  Items' 

A.    Personnel  disposition 

1.  Counsel  each  staff  person  regarding:    school  systems  posi- 
tions ayailable,  pnrsonal  growth,  strengths,  and  needs. 

2.  Assist  in  job  placement  of  (deserving')  staff  members. 
R.    Dissemination  activities 

1.  Submit  the  project  report  and  supporting  documents  to  P.RIC, 

2.  Mail  an  abstract  of  the  project  to  the  specified  educational 
distribution  list.  i  :  — — ■  
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Lesson  12- -Project  Termination 
Directions  and  Choices  Following  the  Practice  Exercise 


Bated  upon -the  seli- evaluation  oi  your,  peniormance  on  the  ixzhr 
cise  you  have  either: 

A.    acceptably  satis  iied  the  objective  oi  developing  a  project  \ 
termination  plan  and  should  now  turn  to  the  post-test  found 
on  page  12.32. 


An  additional  example  dealing  with  termination  activities  it> 
iound  beginning  on  page  12. 35.    Re^e/iewceA  ion.  additional 
heading  ate  Luted  on  page  12.37. 

8.    not  satis  iied  the  objective,  and  should  select  one  ok  mote 
oi  the  ioUbowing  courses  oh  action. 

1.  I((  your  plan  was  corxect  except  that  it  did  not  arxange^ 
ion  transier.  o{  personnel,  then  either.'. 

a.  Study  the  additional  example  beginning  on  page  12.35 
and  then  rework  ex.er.cise  B  on  page  12.21. 

b.  Read  Chapter  12  oi  Educational  Project  Management  . 
by  Vesmond  L.  Cook  and  then  rim.prlz  exercis e  B  on  . , 
page  12.27. 

c.  Rework' exercise  B  on  page  11.27 . 

2.  Ji  your,  plan  was  not  correct  in  various  sections,  then 
either: 

a.  View  the  slide-tape  presentation)  instructions  axe 
on  page  12. Aitex.the  presentation,  rework  exex- 
cise  B  on  page  12.  27. 

b.  Read  the  lesson  normative  beginning  on  page  12,9. 
Af.tex  reading,  rework  exexcise  B  on  page  12.27. 
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Lesson  12--  Project  Termination 


Post -Test 


Qlnzctlon 
thazl ioJU\ 
you  okz  A 
txuz  and 
T  gjt  F. 

PIzoaz  m. 
llnz  bzlo\ 
AzpaAatzd 

is    ?lzat>z  take.  tune,  to  caKzhuULy  ant>weA  the.  multiplz  choice,  and 
i  question*  glvzn  below.    Von.  the.  multiplz  choice,  question* 
o  clnclz  one.  cohAzct  oh.  beMt  an&weA  (A,B,C  oh.  V)  and  ion.  thz 
\aUz  you  axe,  to  indicate,  the.  conxz.cZ: n.z&pont>z  uUXh  the.  Izttzn, 

itz  the  lent  ioun.  digit*  o&  youK  Social  Szcuhity  numbzn.  on  the, 
vo  &o  that  the  paau  can  bz  lAzntt^lzd  In  thz  zvent  thzy  bzcomz 

• 

1.    What  is  usually  the  major  problem  in  project  phase -out  or  transition? 

A.  Preparation  of  reports 

B.  Personnel  disposition 

C.  Equipment  transfer  s 

D.  Staff  efforts  being  diverted  to  write  new  proposals 

2.  What  procedure  or  technique  is  normally  used  to  develop  an  orderly 
phase -down  of  a  project? 

A.  Evaluation  questionnaire 

B.  Systematic  review  of  project  records 

C.  Checklist  of  items  to  be  covered 

•  D.  Memo  to  the  project  staff  -  1 

3.  Who  should  approve  the  project  phase -out; or  transition  procedures? 

A.  Funding  agency 

B.  Project  director  and  superintendent 

C.  Project  director 

D.  Superintendent  and  funding  agency 

4.  "Phase-out"  generally  refers  to  closing  out  the  project  at  what  point? 

A.  At  the  end  of  school  year 

B.  When  the  goal  is  reached 

C.  When  project  members  take  new  positions 

D.  After  the  evaluation  report  is  completed 
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.5.    Who  should  have  the  major  responsibility  for  making  decisions  about 
project  records  during  phase -out? 

A.  Funding  agency 

B.  Project  director 

C.  Superintendent 

D.  Superintendent  and  funding  agency 

6.  What  should  be  a  principal  focus  of  the  project  manager  during  project 
phase -out? 

A.  Writing  new  proposals 

B.  Using  unspent  funds  to  buy  equipment 

C.  Writing  the  evaluation  report 

D.  Maintaining  staff  morale 

7.  What  is  the  main  purpose  of  a  project  final  report? 

A.  Describe  history  of  the  project  in  a  detailed  way 

B.  Provide  documented  information  on  the  budget  and  personnel 

C.  Provide  documented  information  on  the  project  results  for  the 
contractor  and  other  interested  parties 

D.  Provide  more  informatior  on  the  project  handbook 


Indlccutz  uokoXkeA  thz  ^tatoMdwU  tUttd  below  axe,  txuz  on  &aJUe.  by  Muting 
a.  T  ok  F. 


8. 


9. 


10. 


During  project  phase -out  both  a  project  history  and  project 
evaluation  report  must  be  prepared 

Project  "transition"  refers  to  the  case  where  a  project  effort 
"or  end  product  is  institutionalized  into  an  existing  structure. 


 Termination  refers  to  the  stopping  of  the  project  effort  even 

though  not  all  contractual  conditions  have  been  met 

11.   The  plan  for  project  phase-out  can  be  copied  from  previously 

completed  projects. 

12.  The  major  work  activity  in  the  production  of  the  project 
history  is  gathering  more  information  about  project  personnel. 
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13 •   During  project  termination  generally  personnel  are  released 

in  terms  of  their  skill  level 

14 •   During  project  phase -out,  the  project  manager  must  delegate 

the  authority  to  the  project  senior  staff  to  review  the  con- 
tract carefully  with  the  funding  agency. 


TuAn  tkt  pagz  and  ckzck  yoivi  omavovu. 
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Lesson  12- -Project  Termination 
Directions  and  Choices  Following  Lesson  Post-Test 


V-Oi2.cJU.oyUi :    The  conrect  an&wehA  to  LeAhon  12  pokt-tebt 
are  lilted  down  the  hight  margin.    The  lo.it  column  it> 
Ion  the  ilut  page.,  the,  flight  column  <U>  ioh  the.  second. 
Check  your  correct  het>pont>eA.    In  bcofiing  youA  an&wer, 
i{s  any  pant  o&  your  heAponbe  Id  inconrect^  the,  whole. 
item  it>  lnc.ofiAe.ct  &oh  puKpo&eA  oi  evaluating 
poAt-te&t  periohmance. 


Vihectton*:    li  you  answered  eleven  on.  le&4 
que.itA.oni>  cohrectly,  you  have,  not  acceptably 
demonstrated  knowledge  o&  the.  ph.oie.ct  termi- 
nation phocets*  and  Should  h elect  one.  ok  mo  fie. 
oi  the.  hollowing  coufueb  o{>  action: 

1.  View  the.  slide-tape  pheAentation  by 
turning  to  page.  12.8  and  phoceeding. 
A  filer  the  pheAentation,  tarn  to  the. 
lesson  Quality  Control  Vom  on  page. 
12.38. 

2.  Read  the.  lesson  narrative  beginning 
on  page.  12.9.    Afiteh  heading  the.  - 
narrative,  tuftn  to  the.  Lesson  Quality 
Control  Fohm  on  page.  11.1%. 

3.  Study  the.  additional  example  beginning 
on  page.  12.35  and  then  tufin  to  the. 
Lesson  Quality  Control  Vonm  on  page. 
12.38. 

4.  Rewohk  the.  le&son  post-test  and  then 
turn  to  the.  Lesson  Quality  Control 
Fofum  on  page.  12.38. 

Vire.ctions :    Jfi  you  answered,  twelve,  on.  mo  fie 
queAttOM  cohrectly ,  you  have  acceptably 
demonstrated  knowledge,  ofi  the  project 
termination  phocess  and  should  now  turn 
to  the  Lesson  Qualit.y  Control  Vonm  on 
page  12.38.    Reference!)  ion  additional 
heading  are  lifted  on  page  12.37. 


Multiple  Choice 

1.  B 

2.  C 

3.  D 

•  4.  B_ 

5.  B 

6.  D 

7.  C 

True/False 

8.  F 

9.  T 

10.  T 

11.  F 

12.  F 

13.  T 

14.  F 
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Lesson  12- -Project  Termination 
Additional  Example 

The  following  set  of  memorandums  presents  a  problem  that  could 
have  been  avoided  by  proper  planning  for  the  termination  of  the  project. 

—  i  .    .  .  ,   * 

?          r  *  1  ■  i  ii 

MEMO  "A"  TO:    P.  P.  Gross,  Project  Manager,  Instruction  Development 
Project  for  Technicians 

FROM:  J.  J.  O'Connell,  Business  Director,  Metropolitan  Schools 

DATE:  August  1 

I  have  received  a  phone  call  from  the  Educational  Research  Laboratory, 
the  contractor,  asking  that  the  camera  purchased  for  the  project  be 
returned  to  them  by  August  15.    Please  Comply.   


MEMO  "B"  TO:    Phone  conversation- -person  called:    J.  J.  O'Connell 
FROM:  P.  P.  Gross 

DATE:  August  2 

The  camera  as  well  as  other  equipment  and  unused  supplies  from  the 
Instructional  Development  project  was  turned  over  to  R.  Turner  of 
your  office  on  July  10.    The  camera  was  a  Crafters,  35  mm,  f  1.7  lens, 
serial  number  C27125.  .  ____  


MEMO  "C"  TO:    P.  P.  Gross 
FROM:  R.  Turner 

DATE:  August  5 

1.  The  Crafters,  35  mm  Camera,  serial  number  C27125,  has  been  checked 
out  by  the  school's  Archeology  Club  for  their  Far  West  Study  Trip 
which  extends  from  July  25  to  August  30. 

2.  The  camera  has  been  entered  into  the  school's  capital  inventory 
control  as  item  71-23  which  requires  an  authorized  transfer  docu- 
ment to  remove  from  the  inventory. 

3.  Please  submit  a  copy  of  that  section  of  the  project  contract  which 
deals  with  disposition  of  the  project  equipment  so  that  this  con- 
troversy can  be  resolved. 
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MEMO  "D"  TO:    R.  Turner 
FROM:  P.  P.  Gross 

DATE:  August  8 


1.  The  project  contract  states  that  the  contractor  and  school  district 
(representative)  will  develop  a  mutual  agreement  concerning  disposi- 
tion of  equipment  items  identified  in  Section  1200  of  the  proposal 
budget. 

2.  The  project  files  have  already  been  reduced  to  a  few  folders  (cor- 
respondences and  documents)  and  no  record  has  been  found  concerning 
the  mutual  agreement  concerning  equipment  disposition.  Is  it  possible 
that  the  Business  Office  represented  the  school  in  the  agreement 

and  that  your  copy  will  resolve  the  problem? 


MEMO  "E"  TO:    P.  P.  Gross 

4 

FROM:  J.  J.  O'Connell 

DATE:  August  14 

l.i  Our  files  show  no  record  of  correspondence  between  the  contractor 
•.  and  Metropolitan  Schools  concerning  equipment  disposition  for  the 
\  Instructional  Development  Project. 

2.  \Our  only  recourse  is  to  ccrnimunicate  with  the  contractor  and  obtain 
the  "mutual"  agreement  at  this  time.    Apparently  the  contractor 
will  want  the  camera  and  this  statement  will  serve  as  authority 
for  us  to  execute  a  transfer  document  to  remove  the  camera  from 
our  inventory. 

3.  I  hope  that  the  delay  will  be  acceptable  to  the  contractor  and  that 
the  camera  is  in  working  order. 

4.  You  are  asked  to  communicate  with  the  contractor  and  attempt  an 
agreement  that  would  permit  the  Metropolitan  Schools  to  retain  the 
camera  as  it  is  especially  useful  in  our  new  programs.  Failing 
this  arrangement,  you  are  to  draft  a  letter  for  the  superintendent's 
signature  offering  apologies  for  the  misunderstanding  and  the  delay 
in  getting  the  camera  to  them. 
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Lesson  12- -Project  Termination 
Reading  References 

Additional  knowledge  about  project  termination  and/or  phase- out 
can  be  obtained  by  reading  from  the  references  cited. below. 


.  / 

/ 

/ 


Baumgartner,  J.  S.    Project  Management:  'Homevod,  111.:    Richard  D. 
Irwin,  Inc.,  1963,  Chapter  12. 


\ 
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Lesson  12 --Project  Termination 


Lesson  Quality  Control  Form 


VlhectioM :    P£ea.5e  takz  tune  to  caAzhulUy  an&weA  the,  rfoat  question*  gJLvzn 
below.    Vou/i  antweM  uiM  provide  valuable,  ui^omation  (Jo*  ifee  A.ev«c4^o«  and 
improvement  oh  thU  let&on.    VieJL  rf/iee  to  wuXz  additional  comewU  on- 
recommendation*  on  the  back  oh  tkU  holm.    VouJi  iz&ponteA  .uiMJL  be  ktpt 
>>tnictly  conhldentlal.    Plexue  whJLte.  tixe  la&t  houA  digit*  oh  youJi  Social 
Security  numbeA  on  the.  tine  beZou)  40  that  thz  page*  can  be,  idehtih^d  in 
the.  event  they  become  separated  .  • 


Thank  you  h0*-  your  aAAi&tance. 


1.    Indicate  your  overall  impression  of  the  quality  of  this  lesson. 


2.    What  do  you  feel  is  the  most  positive  aspect  of  this  lesson? 


\ 


3.    What  do  you  feel  is  the  most  negative  aspect  of  this  lesson? 


4.    What  would  you  suggest  to  improve  this  lesson? 


TuAn  the  page  and  proceed 
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Lesson  12: -Project  Termination 
Termination  Instructions 


Upon  completion  otf  the.  LeAton  Qaatutij  Control  Vom,  you  an.e.  toi  ■ 


I^1  ocif  ^  staple,  the.  paaeM  o&  the..  Luton  Quality  Control  Fom.. 
Place,  the,  hohm  in  the.  special  envelope,  provided. 
Mail  the.  envelope  to  Raaeotdi  ion  Betten.  School*,  Inc.,  Suite  1700, 
1700  MaAket  Street,  Philadelphia,  Pennsylvania  19103. 


TivU  lesson  on  pn.oje.ct  termination  is  now  completed.    Ike.  module,  on 
Basic  Principles  and  Techniques  otf  Pn.oje.ct  Management  U  complete. 
TuAn  the.  paae  and  lead  the.  diAections  \ok  Phase  Test  4. 
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PHASE  TEST  4 


"  Project  Termination'  Phase 


Directions :    The  following** pages  contain  q  series  of  items  which  are  A 
designed  to  assist  you  in  assessing  the    knowledge  you  have  acquired 
from  Lesson  72  of  Module  2,    Thic  set  of  items  gives  emphasis  to  cog- 
nitive abilities  as  contrasted  to  attitudes  or  .skills. 

The  expectation  is  that  you  should  answer  all  items  correctly" 
in  order  to  consider  your  learning  in  this  phase1 is  complete.  In 
this  sense*  the  test  can  be  considered  as  a  mastery  tests  a  minimum 
essentials  testy  or  a  criterion-referenced  test. 

Read  each  question  2are  fully  and  circle  the  letter  of  the.  best 
response  on  the  st    'rate  answer  sheet  immediately  after  this  page. 
After  you  complete  ^he  last  item>  review  your  responses  then  turn  to 
page  24  which  contains  the  answers  for  the  several  phase  tests  and 
check  your  answers  against  those  presented  there* 

,  Turn  the  page  and.  begin. 
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Answer  Sheet 
for 

Project  Termination  Phase 
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•  D 
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Project  Termination  Phase  Test 


Item  1  tknough  10.    Given  below  okc  the  ioufi  majon.  element*  ui  a  tenmi- 
nation  plan  to  be  ubed  oa>  ne&pon4>e6  ion,  the  JUte\u  indicated.    Vok  each 
■item  luted,  you  axe  to  Indicate  into  which  element  oi  the  plan  it  would 
bebt  be  placed. 


A.  Personnel  disposition 

B.  Facilities  disposition 

C.  Final  reports 

D.  Records  retention 

s 

1.  Draft  copies  of  working  papers. 

2.  Original  test  data. 

3.  Copies  of  test  instruments. 

4.  Vita  or  biographical  sketches  of  project  personnel. 

5.  Release  of  an  instructional  aid  drawn  from  a  parent  group. 

6.  Release  of  an  office  used  by  the  project  evaluator. 

7.  Copies  of  the  monthly  project  budget  summary  statement. 

8.  Reassignment  of  project  director  to  teaching  duties. 

9.  Notification  of  staff  availability.  *p 
10.    Textbooks  used  in  course  of  project. 


The  fioUowing  item*  should  be  anMVc-ied  bu  A  <j(  uou  feet  the  aubweA  Lb 
and  btj  cincling  8  ifr  uou  {.eel  it  Lb  wnong  on  ineonivct . 


11.  Disposition  of  personnel  is  the  most  difficult,  area  in  phasing  out 
a  project. 

12.  A  project  cost  or  budget  summary  may  be  included  as  part  of  the 
final  report. 

13.  The  project  history  is  a  formal  document  requited  by  the  funding 
agency. 
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14.  Low  staff  morale  may  be  cxpeiienced  as  the  project  comes  to  an 
end  and  project  personnel  are  unsure  of  their  next  position. 

15.  A  termination  plan  should  be  approved  by  both  the  project  director 
and  the  contractor. 

16.  What  item  developed  during  the  phase-out  of  a  project  usually 
contains  the  special  data  collection  instruments  used  in  the  project 

A.  Termination  plan. 

B.  Final  Report  Appendix. 

C.  Project  History. 

D.  Records  Retention  Plan. 

17.  Who  might  be  given  copies  of  the  project  history  once  it  is 
developed? 

A.  Project  staff. 

B.  Superintendent. 

C.  Future  project  directors. 

D.  All  of  these  persons. 

18.  To  what  situation  is  the  term  termination  usually  applied? 

A.  Normal  ending  of  a  project. 

B.  Absorption  of  the  project  end  product  into  the  school  district. 

C.  Stopping  of  a  project  effort  even  if  not  finished. 

D.  Period  of  activity  involved  in  phase-out  of  a  project. 

19.  Who  is  responsible  for  developing  the  plan  for  closing  the  project? 

A.  Project  director. 

B.  'Pnndin^  agency. 

C.  Agency  housing  the  project. 

D.  .  Superintendent. 
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Preface 


This  manual  contains  two  major  sections  titled    (I)  Simulation 
Description  and  (II)    Simulation  Instructions,  Checklists,  and  Forms. 

The  Simulation  Description  section  presents  the  goals,  describes 
the  elements  and  materials  of  the  simulation,  and  gives  general  direc- 


tions for  using  the  simulation. 

The  Simulation  Instructions,  Checklists,  and  Quality  Control  Forms, 
section  contains  instructions  for  working  through  the  several  phases  of 
the  simulation,  checklists  for  evaluating  your  answers  to  the  simulation 
problems,  and  the  Quality  Control  Forms. 

Please  read  the  Simulation  Description  section  first  before 
beginning  any  part  of  the  simulation. 


VinecUovu :  2tf  you  oaq.  wn.kA.ng  through  thz  AimulxuUon  alonz,  6tvU  by 
wading  thz  nzxX  Azction, 

I  &  you  a/iz  completing  thz  simulation  u)lth  a  gnoup,  vlouut  ^ofi 
cUAzction*  Ihom  the.  gswup  IzadeA. 
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I.    Simulation  Overview 

A.  Goals 

It  is  the  basic  purpose  of  the  simulation  to  provide  the  student 
with  an  opportunity  to  integrate  or  synthesize  his  knowledge  and  skills 
regarding  project  management.    It  seeks  to  accomplish  this  by  providing 
a  semi- real is tic  project  setting  which  simulates  many  of  the  decisions 
and  actions  which  a  project  manager  must  take.    The  simulation  is  divided 
into  four  phases  which  correspond  to  the  four  general  steps  of  project 
management:    planning,  preparation,  control,  and  termination.  Goals 
for  each  phase  are  described  below. 

\ 

In  the  planning  phase ,  the  student  is  expected  to  integrate  the 
various  skills  necessary  to  carry  a  project  through  from  its  initial 
definition  of  objectives  to  the  final  writing  of  a  budget  for  the  project 
proposal.    Included  here  are  such  tasks  as  constructing  a  work  flow  chart 
with  time  estimates,  a  work  breakdown  structure,  and  a  task- event- resource 
calendar. 

In  the  preparation  phase,  the  student  must  pull  together  the  many 
diverse  activities  which  are  necessary  as  a  result  of  the  project  being 
funded.    The  student  should  be  able  to  see  the  interrelationships  between 
such  discrete  tasks  as  writing  a  management  responsibility  guide,  des- 
cribing a  management  information  system,  and  delineating  needs  for  facili- 
ties, equipment,  and  personnel. 

In  the  control  phase,  the  student  must  integrate  the  steps  involved 
in  controlling  a  project  and  solving  problems  which  arise  in  the  course 
of  the  project.    Solving  a  problem  and  implementing  a  solution  should  be 
one  smooth,  or; -going  process. 
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In  the  termination  phase,  the  student  must  integrate  the  skills 
associated  with  terminating  a  project.    He  should  see  the  interrelation- 
ships between  the  termination  plan,  final  report,  and  project  history. 
B.  Components 

The  simulation  consists  of  this  manual,  setting  manual,  and  four 
phase  booklets  corresponding  to  the  four  management  steps  of  planning, 
preparing,  controlling,  and  terminating  a  project.    Each  of  the  phases 
consists  of  an  introduction,  an  abstract  of  the  problem  situation,  docu- 
ments which  present  facts  concerning  the  problem,  and  forms  for  student 
responses.    Also  associated  with  each  phase  is  a  checklist  for  evaluating 
answers  and  a  quality  control  form  to  evaluate  the  phase.    These  last 
two  items  are  contained  in  this  manual. 

A  brief  description  of  the  content  of  the  simulation  setting  and 
the  four  phase  problems  is  provided  below. 

Setting.    The  school  system  of  the  city  of  Armitage  in  the  state 
of  New  Hopewell  is  described.    The  main  characters  who  will  appear 
throughout  the  rest  of  the  simulation  are  introduced.    Various  innova- 
tions in  the  school  system  such  as  the  Project  Management  Office  and  the 
environmental  education  curriculum  are  also  described  and  the  basic  situa- 
tion concerning  the  need  to  produce  instructional  aids  in  environmental 
education  is  presented. 

Phase  A- -Planning  the  Project.    This  phase  focuses  on  the  activities 
involved  in  planning  a  project.    It  follows  directly  from  the  situation 
set  up  in  the  setting  booklet.    A  proposal  has  been  written  for  a  project 
to  develop  instructional  materials  such  as  film  loops  and  cassette  tapes 
on  environmental  education  topics  to  alleviate  the  shortage  of  such 
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materials.    The  student,  in  the  role  of  the  project  manager,  must  rewrite 
portions  of  the  draft  proposal  to  correct  certain  deficiencies. 

Phase  B- -Preparing  the  Project.    A  final  revised  version  of.  the- pro- 
posal has  been  submitted  to  the  New  Hopewell  State  Department  of  Education 
and  approved  for  funding.    Upon  the  approval  of  the  proposal  for  funding, 
certain  actions  need  to  be  taken  to  implement  the  project.    The  studen^, 
in  the  role  of  the  project  manager,  must  submit  information  concerning 
the  hiring  of  personnel,  the  establishment  of  a  project  information 
reporting  system,  the  space  and  facilities  needs  of  the  project,  and  other 
items  of  information. 

Phase  C- -Controlling  the  Project.    This  phase  is  chiefly  concerned 
with  solving  a  problem  which  arises  in  the  courses  of  the  project  which, 
if  not  solved  satisfactorily,  could  end  the  project's  existence.  The 
project  has  been  progressing  essentially  according  to  plan  when  a  bill  is 
received  from  a  professional  film  studio  which  would  make  the  costs  of 
the  film  considerably  greater  than  expected.    An  alternative  way  of  making 
the  loops  must  be  found  and  the  student,  in  the  role  of  project  manager, 
must  construct  a  change  memorandum. 

Phase  p- -Terminating  the  Project.     After  solving  the  problem  of  produc 
ing  the  film'  loops  on  the  limited  funds  left,  the  remaining  film  loops  are 
made  and  tested  in  several  schools.    Since  the  end  of  the  project  is  now 
approaching,!  the  student,  in  the  role  of  the  project  manager,  must  con- 
struct a  termination  plan  and  outline  a  final  report  and  project  history. 
C.    Materials  and  tiquipment 
Materials  Needed 

You  will  need  the  following  materials  to  complete  the  simulation: 
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a.    Simulation  Manual 

h.    Simulation  Setting  booklet,  one  for  each  individual 
c.    Four  phase  booklets  for  each  individual,  one  booklet  for  each 
phase 

Equipment  Needed 

You  will  probably  also  need  the  following  pieces  of  equipment  to 

complete  the  simulation  problems. 

a.  Pencil  to  work  the  problems 

b.  Scratch  paper 

c.  Ruler  or  straight  edge  for  diagrams  required  in  so*  problems 

d.  Adding  machine  for  aid  in  calculating  budgets  and  other  figures 
(helpful,  but  by  no  means  necessary) 

D.    General  Directions  for  Use 

It  is  recommended  that  these  simulation  materials  be  used  in  con-  ,. 
junction  with  Module  2- -Basic  Principles  and  Techniques  of  Project  Man- 
agement of  the  Educational  Project  Management  Instructional  System  (EPMIS) 
Nevertheless,  it  is  possible  to  use  the  simulation  by  itself,  referring 
to  the  Module  2  lessons  if  you  find  you  need  help  in  a  particular  area. 
Most  of  the  instructions  and  references,  however,  are  written  with  the 
assumption  that  you  are  taking  (or  have  completed)  Module  2. 

As  was  noted  previously,  the  simulation  exercise  is  divided  into 
four  parts  corresponding  to  the  four  major  phases  of  project  management. 
You  may  either  proceed  to  work  each  phase  after  completing  the  correspond- 
ing phase  in  Module  2  or  you  may  complete  all  lesion*  in  Module  2  first 
and  then  proceed  to  work  all  the  phases  of  the  simulation.    In  either 
circumstance,  the  steps  you  will  follow  are  essentially  the  same.  These 
steps  are  listed  below: 
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1.  Read  the  Simulation  Setting  which  is  bound  as  a  separate  book- 
let.   This  will  introduce  you  to  the  main  characters  and  the  general 
setting  in  which  the  remainder  of  the  simulation  operates. 

2.  Proceed  to  the  Phase  A  simulation  booklet  and  read  the  Overview, 
Objectives,  Abstract,  and  directions.    Then  read  carefully  each  document 
presented  in  the  phase  booklet,  studying  it  for  the  facts  it  contributes 
to  the  tasks  you  must  perform.    The  final  document  in  each  phase  includes 
forms  which  you  are  to  complete  by  using  the  various  skills  involved  in 
project  management.    Fill  out  each  form  as  instructed;  you  may  refer  back 
to  the  Simulation  Setting  manual  or  to  documents  in  any  previously  com- 
pleted phase  for  more  information. 

3.  After  completing  the  forms,  return  to  this  Simulation  Manual 
and  find  the  section  at  the  back  containing  the  Critiques  and  Checkl: 
These  will  enable  you  to  evaluate  the  work  you  have  just  completed  and 
prescribe  any  further  instruction,  if  necessary. 

4.  After  reviewing  your  answers  for  each  phase,  turn  to  the  Phase 
Quality  Control  Form  which  begins  on  page  M.40  of  this  manual.  The 
answers  you  give  to  these  questions  will  be  used  by  the  materials  devel- 
opers to  improve  the  simulation.    Your  answers  will  not  be  identified  in 
any  way.    At  the  completion  of  all  four  phases  of  the  simulation,  you  will 
ho  asked  to  fill  out  a  Simulation  Quality  Control  Form  that  deals  with 
the  simulation  as  a  whole.    Send  these  completed  forms  to  the  address 
indicated  on  the  forms. 

5.  Complete  the  ''base  Quality  Control  Form,  and  continue  to  the 
next  lesson  or  phase.     If  you  have  not  completed  all  the  lessons  in  Module 
2,  proceed  to  the  next  uncompleted  lesson.    If  you  have  completed  all  the 
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lessons  in  Module  2,  proceed  to  the  next  phase  of  the  simulation;  repeat 
.steps  2,  3,  and  4  for  the  remaining  Phases  B,  C,  ana1  D  of.  the  simulation. 

Throughout  the  simulation,  you  will  be  asked  to  play  the  role  of 
Pat  Beckley,  a  biologv  teacher  at  a  middle  school,  who  becomes  the  direc- 
tor of  the  project.    You  are  asked  to  play  the  role  of  this  character 
throughout  the  simulation.    Make  decisions  and  complete  forms  as  though 
you  were  this  character  and  were  acting  as  the  project  director.  Try 
to  be  as  realistic  as  you  can  within  the  limitations  of  a  written  simu- 
lation such  as  this, 
i;.    Suggestions  for  Group  Use  .  s- 

This  simulation  is  designed  to  be  self- instructional.    That  is, 
an  individual  learner  can  complete  *he  materials  independently  of  anyone 
else.    However,  this  simulation  can  also  be  used  with  a  group  of  learners. 
If  these  materials  are  used  in  a  group  setting,  it  is  suggested  that  the 
recommendations  below  are  followed. 

1 .  HquipmerU  Needs_ 

In  addition  to  the  materials . 1 isted  previously,  you  may  wish 
to  obtain  the  following  equipment  for  use  during  the  simulation. 

a.  Chalkboard,  chalk,  and  pointer 

b.  Overhead  projector,  transparent  overlays,  and  grease  pencils 

c.  Tables  and  chairs 

2.  Group_  nirooj-u^ns 

The  group  leader  should  preferably  be  someone  who  has  had  pre- 
vious experience  participating  in  or  leading  a  simulation.  The 
group  leader  should  do  the  following. 
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a.  Obtain  sufficient  copies  of  the  simulation  materials  to 
provide  each  learner   with  a  copy  of  the  setting  booklet  and  each  of  the 
four  phase  booklets.    Each  learner  should  also  be  provided  with  a  copy 
of  the  four  checklists  for  evaluating  performance  in  the  simulation.  It 
is  not  necessary  to  purchase  additional  copies  of  this  Simulation  Manual 
in  order  to  do  this,  however;  the  checklist  portions  of  this  manual  may 
be  reproduced  locally,  if  desired,provided  appropriate  credit  is  given. 
Only  the  group  leader  needs  to  have  a  copy  of  tke  complete  Simulation * 
Manual . 

b.  Give  a  copy  of  the  Simulation  Setting  booklet  and  the 
Phase  A  booklet  to  each  learner.    If  there  are  five  people  or  fewer  in 
the'* group  they  may  work  as  a  unit  on  the  phase.    If  there  are  more  than 
five  people  in  the  group,  it  is  suggested  that  the  group  be  divided  into 
"teams"  of  from  two  to^five  people. 

c.  Let  the  teams  read  the  booklets  and  work  on  the  problems 
presented  in  the  phase,  coming  up  with  one  answer  for  the  team  as  a 
whole.    The  team  should  act  as  though  it  were  the  individual  (Pat  Beckley) 
who  is  project  manager  of  the  simulation  project. 

d.  After  the  teams  have  arrived  at  some  satisfactory  answers, 
bring  the  teams  together  again  to  discuss  and  compare  answers.  Give 
each  Learner  a  copy  of  the  appropriate  critique  and  checklist  so  the 
teams  can  evaluate     -eir  answers.    The  group  leader  should  lead  the  dis- 
cussion and  comparison  o^' answers. 

e.  Have  each  learner  complete  the  Phase  Quality  Control  Form 
for  the  phase  just  completed.    In  addition,  at  the  completion  of  all 
four  phases  of  the  simulation,  the  Simulation  Quality  Control  Form  should 
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also  be  filled  out  by  each  individual.    These  forms  are  part  of  the 
Critique  and  Checklist  portion  of  this  manual.   At  the  conclusion  of 
the  simulation.,  these  forms  should  be  collected  and  .sent  to  the  adldress 

indicated  on  the  forms. 

f.    In  subsequent  phases,  the  group  leader  should  continue  to 
follow  these  general  procedures.    The  Critique  and  Checklist  for  a  phase 
should  be  given  to  each  learner  after  the  phase  has  been  completed  and 
the  teams  are  brought  together  for  a  discussion.    Copies  of  these  forms 
can  be  reproduced  provided  appropriate  credit  is  given. 
V.    A  Final  Note_ 

All  the  characters  and  places  you  will  meet  in  the  simulation  are 
completely  fictitious.    However,  the  situation  which  you  will  read  in 
Phase  A  is  based  closely  on  an  actual  proposal  which  was  funded  and 
successfully  carried  out.    The  proposal  as  presented  here  is  not  intended 
to  be  a  "model"  proposal.    Certain  parts  of  it  have  been  .rewritten  in 
order  to  provide  problems  for  the  learner  to  deal  with  in  the  simulation. 
Nevertheless,  some  of  the  problems,  and  especially  the  situation  described 
in  Phase  C- -Controlling  the  Project,  did  actually  occur  during  the  course 
of  this  project.    These  have  been  retained  so  as  to  provide  greater 
realism  in  the  simulation. 


Read  tht  6taAtLn<)  Tn&tAucUonA  on 
page.  MJ7  ____  
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II.    Simulation  Instructions,  Checklists  and 
Quality  Control  Forms 


A.    Starting  Instructions 


ViKzvUotoi    Start  tkz  iJjnuUUon  by  tLtadUng  the.  SuttUa  booklU  and 
the.  Vk<it><L  A  booklzt.    FoZZow  tkt  ttuUkt*.  inAtXRCtion*  uhick  you  fULC<uv<L 

Itf  you  ate  completing  tkib  6Ajnulaticn  In  a  quoup,  ioZlow 
tixt  intjVuioXlonb  oj  youJi  gfioup  ItadoA.  
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STOP  !     You  may  have  gone  too  far! 


This  page  indicates  that  you  have  completed  Phase  A  of  the  simulation 
and  are  now  ready  'to  compare  your  answers  with  those  of  the  Phase  A 
Critique  and  Checklist. 

This  next  section  of  the  simulation  manual  contains  the  Critique  and 
Checklists  for  the  four  phases.    You  should  complete  each  phase  before 
turning  to  the  checklist  for  that  phase. ' 
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B.    Critique  and  Checklists  for  the  Phases 

Critiques  and  Checklists  for  the  four  phases  appear  in  this  section. 
After  completing  each  phase  of  the  simulation,  compare  your  answers  to 
the  checklists  to  see  if  you  have  considered  various  points  in  your 
responses.    If  you  feel  that  .you  did  not  achieve  at  the  level  you 
desired  you  might  wish  to  review  the  lessons  from  EPMIS  Module  2- -Basic 
Principles  and  Tehcniques  of  Project  Management  which  apply  to  that 
phase  of  the  simulation. 
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Phase  A- -Planning  the  Project. 
Critique  and  Checklist 

DO  NOT  TURN  THE  PAGE  TO  THIS  SECTION  UNTIL 
YOU  HAVE  COMPLETED  THE  PROBLEM  EXERCISES  IN 
PHASE  A- -PLANNING  THE  PROJECT  :  I 
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Phase  A- -Planning  the  Project 

Critique 

The  problems  presented  by  the  situation  in  Phase  A  are  fairly 
typical  of  those  found  in  many  proposals  written  by  people  with  only  a 
nodding  acquaintance  with  principles  of  project  management.    The  Environ- 

* 

mental  Education  Committee  has  discovered  it  has  a  problem  with  respect 
to  the  lack  of  good  audio-visual  aids  for  its  new  curriculum.  Without 
much  apparent  investigation  of  alternative  solutions,  a  decision  has  been 
made  to  attempt,  to  remedy  this  problem  by  producing,  on  their  own,  a 
series  of  film  loops  and  cassette  tapes. 

The  proposal  which  Pat  Beckley  originally  wrote  up  shows  a  number 
of  misconceptions.    It  is  basically  a  developmental  proposal,  not  a 
research  proposal ,  but  he  has  still  included  a  statement  of  problem  sec- 
tion and  a  review  of  research  section,  as  though  writing  a  master's  thesis. 
It  is  difficult  to  determine  just  what  the  purpose  of  the  statement  of 
objeccives  section  is.    The  objectives  given  tend  to  be  process-oriented, 
not  product -oriented.    That  is,  they  tend  to  state  how  they  will  get  to 
the  final  product ,  not  what  will  be  produced  to  contribute  to  the  making 
of  the  final  product.    The  description  of  activities  is  not  related  to 
any  sort  of  a  work  breakdown  structure.    They  are  simply  viewed  as  separ- 
ate little  steps  without  being  placed  in  sets  or  subsets  to  contribute 
to  overall  missions.    The  PERT  chart  probably  shows  that  Beckley  has  a 
nodding  acquaintance  with  the  notion  but  it  has  two  major  errors  (Did  you 
catch  them  when  Madeleine  Conners  mentioned  them  in  her  memo?).  First, 
you  can  tell  just  by  looking  at  the  chart  for  the  work  plan  that  the  event 
from  0  to  3  ends  on  October  15,  1970  but  the  events  from  3  to  4  and  from 
3  to  7  both  begin  on  November  1,  1970  vith  no  indication  of  what  happened 
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to  the  missing  two  weeks  from  October  15  to  November  1.  Furthermore, 
depending  on  how  the  chart  is  diagramed  along  a  time  scale,  it  is  possible 
for  event  3  to  4  to  begin  on  October  15,  even  though  its  beginning  is  con- 
strained by  the  end  of  event  0  to  1  which  does  not  end  until  October  31. 

Checklist 

This  checklist  is  divided  into  sections  corresponding  to  the  forms 
you  completed  in  Phase  A..  For  each  statement,  check  at  the  left  whether 
or  not  you  have  taken  the  action; indicaced. 
1.    PMO  Form  l—Project  Work  Breakdown  Structure 

a.  Divided  the  missions  into  smaller  tasks. 

b.  Divided  the  tasks  into  smaller  sub-tasks.  • 

c.  Presented  the  missions,  tasks,  and  sub-tasks  on  a 
hierarchical  basks. 

d.  Made  each  sub -task  a  clearly  defined,  specific  accom- 
plishment. 

e.  Avoided  showing  too  much  detail  or  making  sub-tasks 
too  small. 

f.  Avoided  consideration  of  time  sequence  in  determining 
the  tasks  and  sub -tasks. 

g.  Checked  to  see  that  all  work  is  covered  by  the  sub- tasks. 

h.  Developed  the  sub- tasks  in  such  a  way  that  an  individual 
can  be  assigned  responsibility  for  each  sub-task. 

i.  Insured  that  the  work  breakdown  structure  is  consistent 
with  the  project  proposal.' 

2.    PMO  Form,  2- -Project  Work  Flow  Chart  , 

"a.    Stated  explicitly  the  nature  of  an  activity  or  event  by 
including  an  active  verb,  adjective,  and  noun  (e.g., 
develop  tryout  questionnaire). 

b.    Represented  activities  by  solid  arrows. 
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c.  Labeled  events  with  words  that  indicate  the  start  or 
completion  of  work  (e.g.,  begin,  end,  start,  complete, 
etc.).  . 

d.  Insured  that  no  event  begins  until  every  event  and 
activity  preceding  it  has  been  accomplished.  ^ 

e.  Insured  that  each  eyent  or  activity  in  the  network 
appears  only  once. 

f.  Checked  the  network  to  remove  any  loops  that  might  exist. 

g.  Checked  to  see  what  activities  can  go  on  at  the  same 
time  that  others  are  going  on. 

\§a  Numbered  the  activities  or  events  so  they  can  be 
properly  identified. 

*    i.    Designated  the  t^me  units  .in  which  the  chart  is  written 
(days,  weeks,  etc.). 

j.    Estimated  times  based  on  the  nature  of  the  task  and  an 
effective  resource  application  vrate. 

k.   -Identified  the  critical  path  as  the  most  time- consuming 
series  of  events  or  activities. 

1.    Insured  that  the  tryout  phase  of  the  project  activities 
do  not  occur  after  school  lets  out  in  June . 

m.    Conducted  some  activities  concurrently  (in  parallel  with 
others)  in  order  to  save  time. 

3.    PMO  Form  3- -Task -Event -Re source  Estimation  Calendar 

a.  Considered  different  or  conflicting  demands  on  the  same 
resource. 

b.  Adjusted  the  activity  time  estimations  wh *n  necessary. 

c.  Designated  the  personnel  needed  for  each  of  the  "-tivities. 
'  d.    Designated  equipment  needed  for  each  of  the  activities. 

e.  Coordinated  activity  times  and  resources  to  avoid  overlap 
of  resources  needs. 

f.  '   Moved  activities  on  non-critical  paths  until  resources  are 

available. 

5S5 


Simulation  -   •  .  '  ^  1R 

Manual  1  - 

# 

g.  Adjusted  needed .resource  skills  to  insure  an  even  rate  of 
application. 

h.  'Considered  directed  or  known  schedule  dates  (such  as  the 
end  of  the  school  year)  in  discussing  the  schedule. 

4.    PMO  Form  4- -Project  Budget  'm 

a.    Estiiriated  the  personnel,  materials,  services,  travel  and  '. 
other  direct  costs  needed  for  each  mission. 


b.  Used  the  task -event -resource  calendar  as  the  basis  for 
estimating  costs. 

c.  Provided  an -adequate  justification  or  explanation  for 
■line  items. 

d.  Figured  the  totals  for  the  project  by  adding  the  figures 
for  the  three  missions.  ,  -    /  ■ 

Prescription  for  further  learning  1 

You  will  have  to  be  your  own  judge  regarding  the  adequacy  of  your 
responses -on  the  forms  in  this  phase.    Tf  you  find  your  answers  on  one 
•particular  form  are  weake'r  than  on  others,  you  will  certainly  want  to 
get  more  training  ih  that  particular  area.  .There  are  three  basic  ways 
in  whidj.you  can  get  more  training  in  skills  of  project  management. 

First,  if  you  do  not  already  have  a  copy  of  Module  2--Basic  Principles 
and  Techniques  of  Project  Management,  it  would  be  wise  to  get  one,  and 
study  the  sections  in  it  in  which  you  feel  weakest.    Module  2  is  designed 
to  be.  used  in  conjunction  with  this  simulation  and  is  part  of  the  Educa- 
tional Project  Management  Instructional  System  developed,  by  Research  for 
Better  Schools,  Inc.  .  It,  can  be  obtained  from  the  same  source  from  which 
you  got  this  simulation. 

Second,  if  you  already  have  Module  2  and  are  using  it  with  this  simu- 
lation, you  might  wish  to  return  to. the  appropriate  sections  of  it  and 
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review  some  of  the  lessons  there.    Phase  A  is  designed  to  utilize  infor- 


\ 
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mation  presented  in  Lessons  Two  through  Six  of  Module^  2 ;  review  these 
lessons. 

Third,  obtain  a  copy  of  Educational  Project  Management  by  Desmond  L. 
Cook  (Columbus,  Ohio:    Charles  Merrill  Publishers,  1^71)  and  read  the 
chapters  in  it  which  are  applicable  to  problems  in  this  phase.  Chapters 
Five  through  Nine  in  the  book  deal  with  skills  in  project  planning. 
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Phase  B- -Preparing  the  Project 
Critique  and  Checklist 

Critique  . 

Phase  B  is  basically  concerned  with  matters  of  project  organiza- 
tion and  setting  up  some  sort  of  project  information  system.    The  origi- 
nal proposal  has  been  rewritten  somewhat  and  now  has  r,  better  set  of 
objectives,  an  improved  flow  chart,  and  a  more  detailed  budget.    Kit  the 
review  of  research  section  is  still  there  and,  as  we  shall  see  later  in 
Phase  „C,  there  are  other  flaws  in  the  cost  estimate. 

"With  the  funding  of  the  project,  it  is  now  necessary  to  consider 
how  it  will  be  organized,  the  equipment  . to  be  obtained,  and  how  informa- 
tion on  the  project's  progress  will  be  provided.    You  will  notice  at  this 
point  that  the  Armitage  School  Sysferh,  like  most  school  systems,  does 
not  have  a  formal  project  initiation   system  but  rather  an  informal  one 
supported  by  the  forms  which  Madeleine  Conners  sends  out.    The  management 
responsibility  guide  may  appear  perhaps  a  bit  complex  for  a  project  as 
simple  as  this   but  it  is  a  valuable  item  to  fill  out  regardless  of  how 
small  is  the  project. 
Checklist 

This  checklist  is  divided  into  sections  corresponding  to  several 
forms  used  in  Phase  B.    For  each  statement,  check  at  the  left  whether 
or  not  you  gave  consideration  to  this  point  in  completing  the  form. 
I.    PMO  Form  16--Position  Description 

a.  Based  the  duties  and  responsibi.i ities  of  the  position  on 
the  work  breakdown  structure. 

b.  Indicated  the  amount  of  tiiu-  which  the  person  will  spend 
on  the  project. 
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c.  Given  an  accurate  and  brief  description  of  the  actual 
work  which  will  be  required  of  the  person. 

d.  Indicated  the  essential  minimum  requirements  and 
qualifications  for  the  position. 

e.  Indicated  the  desirable,  but  not  essential,  requirements 
and  qualifications  for  the  position. 

f .  Indicated  salary  to  be  paid. 

2.    M)  Form  23- -Equipment  and  Facilities  Needs 

a.    Considered  in  determining  office  requirements  such  factors: 

m    Availability  of  school-owned  space,  especially  within 

school.  ,    ,  . 

(2)  Space  needed  for  staff  work  area  to  contain  desks,  etc. 

(3)  Space  needed  for  preparation  of  materials,  tapes,  stc. 

(4)  Storage  space  for  equipment,  cameras,  etc. 

h.    Considered  including  such  items  as  the  following  in  the 
request  for  office  equipment: 

(1)  -Desks 

(2)  Chairs 

(3)  Filing  cabinets 

(4)  Typewriters 

(5)  Storage  cabinets 
(<>)  Typing  tables 
(71  Work  tables 

(8)    Desk  lamps 


c. 
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Included  other  items  of  equipment  such  as  the  following: 

( 1 J    Cassette  recorders  from  the  school  audio-visual  supplies 

(2)  Projection  screens 

(3)  Film  loop  projectors 

(4)  Splicing  equipment 

(5)  Editing  equipment 

(6)  Camera (s) 

(7)  Motion  picture  title-making  sets 

U.  Ml  owed  for  adequate  lead  time  in  order  to  procure  such  equipment. 
PMO  lorm  15- -Organization  Chart  - 

a.    Shown  each  of  the  prospective  positions  to  be  filled  by  the 
project  staff. 

h.    Drawn  the  chart  so  as  to  show  channels  for  the  flow  of  information 
as  well  as  authority  and  responsibility. 
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c.  Developed  the  chart  in  a  hierarchical  format. 

d.  Listed  the  duties  of  various  positions  in  the  project. 

4.  PMO  Form  7- -Management  Responsibility  Guide 

In  completing  the  Management  Responsibility  Guide,  you  should  have: 

a.  Accurately  described  the  tasks  of  the  work  flow. 

b.  Included  all  tasks  from  the  work  flow. 

c.  Labeled  each  task  with  its  event  numbers . from  the  flow  chart. 

d.  Carefully  examined  each  staff  member's  relation  to  each  task. 

e.  Assigned  proper  responsibility  codes  for  each  task  to  the 
appropriate  nembers. 

f .  Not  have  tried  to  assign  every  member,  a  role  in  every  task. 

g.  Assigned  more  than  one  responsibility  to  an  individual  for  a 
given  task  where  necessary.  . 

h.  Not  have  assigned  any  conflicting  combination  of  responsibili- 
ties to  an  individual  according  to  the  MRG  instructions. 

i.  Examined  the  chart  to  insure  there  are  rib  conflicts  between 
members'  responsibilities  for  a  task. 

j.    Drawn  the  guide  so  it  can  be  used  to  resolve  and  identify 
accountability  interface  problems. 

k.    Avoided  duplications,  gaps,  or  ambiguities  in  assigning 
responsibilities. 

1.    Clarified  respective  roles  and  relationships. 

5.  PMO  Form  4- -Major  Milestone  Sunmary 

In  describing  the  major  milestones  on  PMO  Form  4,  you  should  have: 

a.  Associated  each  milestone  with  a  significant  point  of  accom- 
plishment in  the  project. 

b.  Associated  each  milestone  with  a  major  work  package. 

c.  Noted  a  completion  date  that  is  in  accordance  with  the  time 
estimates  given  on  the  flow  d»:rt. 
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d.  Indicated  if  a  report  is  to  be  made  at  the- accomplishment  of  the  .. 
milestone. 

e.  Wound  at  least  three  milestones  in  the  project  in  this  simulation. 
b.    \WO  Pdrm  24- -Project  Reporting  System 

In  designing  the  reports  which  will  occur  in  the  project,  you  should 
have: 

a.  Indicated  the  type  of  report  to  be  made  (oral,  written,  etc.). 

b.  Given  an  idea  of  the  nature  of  the  report' in  its  title  (schedule, 
financial,  etc.). 

\  c.    Associated  the  report  with  major  milestone  events  or  activities. 

d.  Given  some  idea  of  the  date  the  report  will  be  made. 

e.  Noted' the  format  of  the  report. 

f.  Named  the  persons  to  whom  the  report  will  be  sent. 

g.  Indicated  why  these  persons  will  be  sent  the  report. 
Prescription  for  further  learning 

You  will  have  to  be  your  own  judge  regarding  the  adequacy  of  your 
responses  on  the  forms  in  this  phase.    If  you  find  your  answers  on  one 
particular  form  are  weaker  than  on  others,  you  will,  certainly  want  to 
get  more'  training  in  that  particular  area.    There  are  three  basic  ways 
in  which  you  can  get  more  training  in  skills  of  project  management. 

1-irst,  if  you  do  not  already  have  a  copy  of  EPMIS  Module  2--Basic 
Principles  and  Techniques-of  Project  Management,  it  would  be  wise  to  get 
one  and  study  the  sections  in  it  which  deal  with  the  skills  in  which  you 
feel  you  need  help.    Module  2  is  designed  to  be  used  in  conjunction  with 
this  simulation  and  is  part  of  the  Educational  Project  Management  Instruc- 
tional System  developed  by  Research  for  Better  Schools,  Inc.    It  can  be 
obtained  from  the  same  source  from  which  you  got  this  simulation. 
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Second,  if  you  already  have  Module  2  and  are  using  it  with  this 
simulation,  you  might  wish  to  return  to  the  appropriate  sections  of  it 
'and  review  some  of  the  lessons  there.    Phase  B  is  designed  to  utilize 
information  presented  in  Lessons  7  and  8  of  Module  2 ;  review  these 
lessons. 

Third,  obtain  a  copy  of  Educational  Project  Management  by  Desmond 
L.  Cook  (Colunfcus,  Ohio:    Charles  Merrill  Publishers,  1971)  and  read 
the  chapters  in  it  which  are  applicable  to  problems  in  this  phase.  Chap- 
ters 3  and  10  in  the  book  deal  with  skills  in  project  preparation. 
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Phase  C- -Controlling  the  Project 

Critique  and  Checklist 

Critique 

Phase  C  presents  us  with  two  .problems ,  one  of  which  is  so  completely 
unexpected  and  potentially  disastrous  that  it  must  be  solved  or  the  project 
will  fail.    Things  seem  to  have  gotten  underway  fairly  smoothly.    The  liter- 
ature search  has  been  done;  topics  for  the  film  loops  have  been  identified; 
some  film  has  been  taken;  and  the  project  personnel  (except  for  the  unhired 
graduate  student  assistant)  are  working  efficiently.    Then  two  problems 
hit:    one  a  small  one  from  the  project's  typist,  and  the  other  a  bombshell 

i 

in  the  form  of  the  letter  from  Mr.  Melvin  Itobbs. 

In  working  through  this  section,  you  should  have  had  no  trouble  in 
determining  that  the  budget  problem  was  the  really  big  one  requiring  the 
most  immediate  attention.    The  absent  secretary,  while  not  an  insignificant 
problem,  is  one  that  could  have  been  handled  by  any  number  of  satisfactory 
means. 

The  reactions  of  Pat  Beckley  and  Warner  Adams  to  this  serious  budget 
problem  are  fairly  typical  of  persons  not  sophisticated  in  management  tech- 
niques.   First,  Beckley  jumps  to  a  conclusion  as  to  the  cause  of  the  prob- 
lem (the  high  costs  of  editing  the  films)  with  no  indication  as  to  what 
evidence  he  has  for  this,  if  any.    Adams  then  jumps  to  more  conclusions 
regarding  the  possible  solutions  to  the  problem.    Adams  wants  to  rule  out 
all  professional  services.    These  conclusions  may  be  either  right  or  wrong. 
The  point  is  that  neither  has  used  proper  management  to  analyze  the  prob- 
lem, find  the  causes,  consider  a  series  of  alternative  solutions,  and  weigh 
each  to  pick  the  best  one. 
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It  is  extremely  difficult  to  evaluate  your  responses  to  Phase  C. 
There  are  many  different  but  acceptable  solutions  to  this  problem.  The 
solution  you  picked  depends  .on  what  you  selected  as  the  cause  of  the 
problem  and  the  alternative  solutions  you  devised.    Since  this  is  a  simu- 
lation, it  is  not  possible  to  let  time,  and  the  eventual  project  results 
be  the  test  of  your  solution.    However,  as  was  noted  in  the  simulation 
manual,  this  project  is  based  loosely  on  a  real  project.  .  The  problem  pre- 
sented here  actually  happened  in  the  course  of  that  project.    The  original 
project  was  attempting  to  produce  film  loops  and  cassette  tapes  and  had 
budgeted  about  $3,000  for  film  cartridge  p  oduction.    After  receiving  a 
•bill  for  $2,000  for  three  cartridge  films  and  two  copies  of  each  film, 
alterations  had  to  be  made  in  the  project.    These  changes  may  not  have 
been  the  best  that  could  have  been  made,  but  the  project  did  finish  up 
successfully  on  schedule  and  within  budget.    You  might  want  to  compare 
your  solution  with  the  one  that  was  actually  tried. 

In  the  original  project,  the  decision  was  made  to  make  the  remain- 
der of  the  films  directly  on  8  nm  film.    A  graduate  student,  with  some 
experience  in  filming,  was  added  to  the  staff  to  make  the  films  and  a 
tripod  was  purchased  and  a  camera  located. 

Two  approaches  to  the  problem  were  tried.    The  first  approach  to 
film  production  was  that  of  the  "trial  film"  in  which  a  trial  film  is 
made  on  8  mm  film  and  additional  footage  is  shot  to  provide  a  film  which 
is  then  reviewed  and  used  as  the  basis  of  a  script.    It  was  soon  dis- 
covered that  this  procedure  wasted  film  and  time,  as  well  as  requiring 
a  second  visitation  of  the  filming  site. 
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In  the  second  approach,  the  project  hired  a  professional  script 
writer  (similar  to  the  one  already  on  the  staff  of  the  simulation  project) 
and  scripts  carefully  prepared  and  timed  before  filming  was  attempted. 
The  cameraman,  script  writer,  and  the  staff  member  who  performed  the 
original  research  cooperated  to  set  up  a  filming  schedule.    This  approach 
<  was  highly  effective  and  the  project  was  completed  utilizing  carefully 
prepared  and  timed  scripts  as  the^basis  for  making  8  mm  films.    Each  scene 
in  the  film  was  exactly  timed,  precisely  described  as  to  long  shot,  medium 
shot,  and  content.    The  credits  were  filmed  first,  then  each  scene  exactly 
as  in  the  script.    All  that  was  needed  was  to  have  the  film  developed, 
duplicated,  and  dropped  into  a  cartridge. 

• 

Checklist 

The  checklist  below  is  arranged  in  two  sections,  one  for  the  memo 
about  the  problem  summary  statement  which  you  sent  to  Warner  Adams,  and 
the  other  for  the  PMO  Form  50  Change  Memorandum  Summary  which  you  sent 
to  Madeleine  Conners.    Each  section. is  further  subdivided  in  the  paragraphs 
in  each  form.    Regardless  of  the  exact  nature  of  the  solution  you  developed, 
you  should  have  included  most  of  the  following  aspects  and  principles  in 
the  two  items. v  For  each  statement,  check  at  the  left  whether  or  not  you 
gave  consideration  to  this  point  in  your  answer. 
1.    Memo  to  Warner  Adams,  Subject:    Problem  Summary  Statement 
a.    Paragraph  A:    Problem  Statement 

(1)  Identified  the  specific  problem  in  a  clear  statement. 

(2)  Identified  the  most  important  problem  as  the  cost  of  pro- 
ducing the  film  loops  by  the  present  process  is  beyond  the 
budgeted  amount, 

(3)  Shown  evidence  of  thinking  through  the  production  process. 
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(4)  Suggested  several  possible  causes  of  the  problem. 

(5)  Included  the  possibility  of  high  editing  costs  as  one  of 
the  possible*  causes. 

(6)  Used  a  process  of  elimination  to  attempt  to  eliminate  all 
untrue  causes. 

(7)  Shown  a  method  of  getting  more  information. 

(8)  Indicated  the  possibility  of  getting  more  infommat ion  from 
Hobbs  Film  Studio  and  the  photographer. 

(9)  Identified  any  one  of  the  proposed  causes  as  the  true  one. 

(10)  Stated  this  cause  explicitly.  - 

(11)  Indicated  quantity  and  arrangements  of  resources  for  deal- 
ing with  stated  problems  (money,  personnel,  etc.). 

b.  Paragraph  B:  Objective 

(1)  Given  consideration  to  the  impact  of  the  problem  on  the 
project  as  a  part  of  the  process  of  deriving  objective (s). 

(2)  Indicated  potential  failure  of  the  project  in  deriving 
objectives. 

(3)  Identified  corrective  or  adaptive  action  that  is  to  take 
place. 

(4)  Stated  goal  that  is  to  be  achieved  in  problem  solution. 

(5)  Indicated  criteria  for  selecting  the  most  desirable  alter- 
native. 

(6)  Indicated  method  for  selecting  alternative. 

(7)  Stated  need  objectives  clearly. 

(8)  Stated  like  objectives  clearly. 

c.  Paragraph  4:  Alternatives 

(1)  Described  the  major  alternatives  you  devised  for  dealing 
with  the  problem. 

(2)  Indicated  several  potential  solutions  (at  least  three). 

(3)  Examined  each  for  its  conformance  with  need  objectives 

(4)  Determined  how  well  each  satisfies  the  like  objectives. 

(5)  Indicated  at  least  one  advantage  and  one  disadvantage  for 
each  potential  solution. 

(6)  Clearly  shown  the  reason  for  rejecting  a  solution  (if  it 


(1)  Stated  clearly  the  course  of  action  which  you  chose  to 
solve  the  problem. 

(2)  Shown  why  you  chose  that  particular  course  of  action. 

f3)    Identified  potential  desirable  and  undesirable  consequences 

of  implementing  the  selected  alternative. 
(4)    Indicated  the  probability  that  these  consequences  may  occur. 


was  rejected). 
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Paragraph  D:  Action 
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2.    PMD  Form  50- -Change  Memorandum  Summary 

For  the  form  as  a  whole,  the  student  should  have: 

•  a.    Indicated  the  changes  that  should  cause  the  selected  alternative 
course  of  action  to  be  implemented. 

b.    Discussed  the  change  consistently  across  sections  (i.e.,  if  a 
change  is  indicated  in  one  section  which  requires  a  change  in 
,  another  section,  this  should  be  so  indicated). 

Section  A:   Problem  Description 

a.  .  Summarized  the  Problem  Summary  Statement 

b.  piearly  stated  a  proposed  course  of  action 

J  Section  B:    Changes  to  objectives,  work  activities,  and  standards 

a.  Listed  any  change  to  project  objectives. 

b.  Listed  any  change  to  work  activities. 

c.  Listed  any  change  to  performance  standards. 

d.  Stated  all  the  above  in  such  a  way  as  to  help  implement  the 
decision. 

> 

Sections  C  through  G:  For  each  section 

a.  Indicated  modifications  necessary  in  work  sequence  due  to 
changes  listed  in  Section  B. 

b.  Listed  any  other  changes  needed  to  implement  the  decision. 
Section  H:    Potential  problems 

a.  Identified  potential  problems  in  implementing  decision  made. 

b.  Used  information  about  consequences  of  various  alternatives  from 
the  Problem  Sunmary  Statement  to  help  identify  problems. 

c.  Described  contingency  plans  that  have  been  developed  in  case 
potential  problems  occur. 

Section  *T :  Distribution 

a.  Listed  all  staff  and  administrators  who  are  to  receive  copies 
of  the  change  memorandum. 

b.  Included  in  the  list  all  persons  affected  by  the  change. 
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Prescription  for  further  learning  . 

You  will  have  to  be  your  own  judge  regarding  the  adequacy  of  your 
responses  on  the  forms  in  this  phase. '  If  you  find  your  answers  on  one 
particular  form  are  weaker  than  on  others,  you  will  certainly  want  to 
get  more  training  in  that  particular  area.   There  are  three  basic  ways 
in  which  you  can  get  more  training  in  skills  of  project  management. 

First,  if  you  do  not  already  have  a  copy  of  EPMIS  Module  2-Basic 
Principles  and  Techniques  of  Project  Management,  it  would  be  wise  to  get 
one,  and  study  the  sections  in  it  in  which  you  feel  weakest   Module  2 
is  designed  to  be  used  in  conjunction  with  this  simulation  and  is  part 
of  the  Educational  Project  Management  Instructional  System  developed  by 
Research  for  Better  Schools,  Inc.    It  can  be  obtained  from  the  same  source 
from  which  you  got  this  simulation. 

Second,  if  you  already  have  EPMIS  Module  2  and  are  using;  it  with 
this  simulation,  you  might  wish  to  return  to  the  appropriate  sections  of 
it  and  review  some  of  the  lessons  there.   Phase  C  is  designed  to  utiliie 
information  presented  in  Lessons  9,  10,  and  11  of  Module  2;  review  these 
lessons. 

Third,  obtain  a  copy  of  Educational  Project  Management  by  Desmond  L 
Cook  (Columbus,  Ohio:   Charles  Merrill  Publishers,  1971)  and  read  the 
chapters  in  it  which  are  applicable  to  problems  in  this  phase.  Chapters 
10  and  11  in  the  book  deal  with  skills  in  project  control. 
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to  page  M.40  o<  die  &6mteat£on  Manual*  and  compldtt  thz  Vtuuz  QyaUty 
Control  * onm  fan  tkti  pnaae.  . 

2.    U  you  ojvl  vooikAXQ  through  tkti  &AjnuUUon  a*  a  memfaeA  oj|  a 
team,  rfo-teoMJ  </oua  g/ioup  £eadeV*  ^XauafccowA  rfo*  comp£e£tng  *fie  Pfuue 
QucuUty  Control  Tonsn.   ■  ;  _ — — 
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Phase  D 
Terminating  the  Project 
Critique  and  Checklist 


DO  NOT  TURN  THE  PAGE  TO  THIS  SECTION  UNTIL 
YOU  HAVE  COMPLETED  THE  PROBLEM  EXERCISES  TO 
PHASE  D- -TERMINATING  THE  PROJECT  !  I 
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Phase  D- -Terminating  the  Project 
Critique  and  Checklist 

Critique 

The  problems  which  Pat  Beckley  faces  in  the  termination  phase  of 
this  project  are  typical  of  those  encountered  by  project  managers.  Some- 
one  who  works  on  the  project  is  concerned  with  his  re -employment,  someone 
else  is  trying  to  get  his  hands  on  the  products  which  the  project  has  pro- 
duced, and  there  are  dozens  of  details  to  be  taken  care  of,  not  .the  least 
of  which  is  the  filial  report. 

The  form  for  outlining  the  termination  plan  is  purposely  presented 
first  here.    The  responses  which  Beckley  makes  on  the  two  memos  which 
follow  should  grow  out  of  information  contained  in  the  termination  plan. 
Beckley  should  have  had  a  termination  plan  made  up  previously.  Whether 
he  did  or  not,  however,  the  terms  of  employment  should  have  been  made 
clearer  to  Hosea  Turner  when  he  was  hired  for  the  project.    Most  probably 
he  will  not  be  rehired.  However,  if  you  were  clever,  you  might  recall 
from  Phase  C  that  Charles  Greymont  was  interested  in  duplicating  the  films 
and  distributing  them  around  the  state.    This  could  suggest  a  second 
project  to  further  test,  refine,  and  revise  the  film  loop  packages  and 
this  might  involve  re-employing  such  people  as  Turner. 

Mrs.  Spciss,  on  the  other  hand,  is  obviously  (and  understandably) 
interested  in  obtaining  copies  of  the  film  loop-cassette  tape  package* 
for  the  school  system.    Usually,  the  contract  is  written  to  carefully 
specify  the  ownership  of  any  products  produced  by  the  project.    The  fund- 
ing agency  is  normally  the  one  which  "owns"  the  products  but  the  project 
director  is  usually  allowed  to  retain  a  number  of  copies  for  distribution 
as  he  sees  fit. 
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The  project  history  has  been  placed  last  in  this  simulation  to 
provide  you  with  a  way  of  reviewing  the  overall  conduct  of  the  project. 
A  frank  and  open  review  session  with  your  project  staff  in  which  you 
discuss  what  was  done  well  and  what  might  have  been  done  better  is 
always  a  good  idea  in  any  project.   A  written  record  should  be  kept  of 
these  experiences  and  recommendations  for  use  in  later  projects. 

Checklist 

The  checklist  below  is  arranged  in  the  order  in  which  the  documents 

appear  in  the  simulation  problem  exercise.    Check  at  the  left  whether  you 

have  taken  the  actions  indicated  for  correctly  completing  each  item. 

1.    PMO  Form  67- -Project  Termination  Plan 

a.    Indicated  throughout  the  form  whether  the  project  is  to  be 
.  ended  with  this  effort  or  coitinued  into  another  project. 

h.    If  the  project  is  to  be  ended,  noted  any  changes  (if  anyj  in 
the  anticipated  ending  date. 

Section  A:    Equipment  and  Facilities 

a.  Arranged  for  disposition  of  equipment  items. 

b. .    Included  all  items  previously  requested  from  tne  school  system. 

c.  Indicated  disposition  of  all  items  acquired  specifically  for 
the  project  by  purchase  or  rent. 

d.  Settled  any  outstanding  bills  for  purchase  or  rental  of 
equipment  or  for  any  other  services. 

Section  B:  Personnel 

a.  Informed  personnel  of  the  details  of  the  termination  plan. 

b.  Informed  each  person  of  details  of  his  future  employment. 

c.  Insured  that  all  pay  has  been,  or  will  be,  made  to  personnel. 
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Section  C:  Products 

a.  Insured  that  final  products  were  all  produced  to  specification. 

b.  Made  certain  that  copies  of  final  products  to  be  sent  to  funding 
agency  .were  sent  so  as  to  arrive  in  good  and  sound  condition.  > 

c.  Arranged  (if  permitted)  to  retain  a  nunber  of  copies  for  local 
school  system  use. 

Section  D;    Final  Report 

a.  Insured  that  an  adequate  number  of  copies  of  the  report  were 
printed. 

s 

b.  Indicated  the  persons  who  are  to  receive  copies  of  the  Teport. 

c.  Shown  a  coherent  organized  outline  for  the  content  of  the  report. 

d.  Included  in  the  final  report  such  items  as  the  following: 

(1)  A  brief  review  of  the  project  proposal 

(2)  Necessary  information  regarding  funding,  control,  etc. 

(3)  Objectives  of  the  project. 

(4)  Procedures  used  in  accomplishing  the  objectives 

(5)  Problems  encountered  in  the  operation  of  the  project 

(6)  Data  from  the  work  (man-hours,  nunfoer  of  items  produced, 
unit  cost,  etc.) 

(7)  Data  from  the  evaluation  and  tryout  (test  scores,  opinion 
surveys,  etc.) 

(8)  Recommendations  for  further  research  or  development 

(9)  Observations  by  staff  members  on  filming  techniques,  etc. 

(10)  Sample  scripts,  booklets,  filming  schedules,  etc. 

(11)  Description  of  equipment 

(12)  Listed  names  of  personnel  involved 

(13)  Described  all  film- loop  packages  produced 

2.    Memo  to  Hosea  Turner,  Subject;    Continuation  of  Employment 

a.  Indicated  the  original  provisions  of  the  employment  agreement. 

b.  Indicated  if  efforts  are  being  made  to  continue  this  work  on 
another  project. 

c.  Clearly  stated  the  ending  date  of  his  employment. 

d.  Offered  to  help  him  find  new  employment. 

e.  Exhibited  friendliness,  tack,  and  concern  for  the  employee. 

f.  Thanked  him  for  his  efforts  on  the  project. 
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3.   Memo  to  Angela  Spiess,  Subject:   Planned  disposition  of  environmental 
education  film  loops 

a.  Stated  original  provisions  of  ownership  of  film  loop  packages  as 
stated  in  contract. 

b.  Indicated  number  of  copies  of  film  loop  packages  which  will  be 
retained  locally. 

c.  Indicated  desired  disposition  of  film  loop  packages  to  be  retained. 

d.  Indicated  when  packages  will  become  available. 

e.  Noted  any  limitations  on  the  use  of  the  film  loop  packages  (due 
to  copyright  or  other  factors). 

f .  Designated  disposition  of  borrowed  equipment  mentioned  in  the 


4.    PMO  Form  68--Project  History  and  Review 

a.  Derived  comments  from  all  staff  members. 

b.  Noted  all  major  problems  encountered. 

c.  Indicated  how  such  problems  were  analyzed  and  the  solution  which 
was  eventually  chosen. 

d.  Described  the  success  of  such  solutions. 

e.  Made  recommendatins  as  to  how  these  problems  might  have  been 
better  solved. 

f.  Examined  all  aspects  of  the  project  to  see  what  might  have  been 
handled  better,  such  as: 

(1)  Writing  the  original  proposal 

(2)  Setting  up  a  project  management  information  system 

(3)  Making  better  cost  estimates 

(4)  Anticipating  potential  problems  before  they  occur 

(5)  Handling  personnel  problems 

(6)  Utilizing  project  management  techniques 

g.  Made  recommendations  for  future  project  managers. 

Prescription  for  further  learning 

You  will  have  to  be  your  own  judge  regarding  .the  adequacy  of  your 
responses  on  the  forms  in  this  phase.    If  you  find  your  answers  on  one 
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particular  form  are  weaker  than  on  others,  you  will  certainly  want  to 
get  more  training  in  that  particular  area.   There  are  three  basic  ways 
in  which  you  can  get  more  training  in  skills  of  project  management. 

First,  if  you  do  not  already  have  a  copy  of  EPMIS  Module  2- -Basic 
Principles  and  Techniques  of  Project  Management,  it  would  be  wise  to  get 
one,  and  study  the  sections  in  it  in  which  you  feel  weakest.   Module  2 
is  designed  to  be  used  in  conjunction  with  this  simulation  and  is  part 
of  the  Educational  Project  Management  Instructional  System  developed  by 
Research  for  Better  Schools,  Inc.    It  can  be  obtained  from  the  same  source' 
from  which  you  got  this  simulation. 

Second,  if  you  already  have  EPMIS  Module  2  and  are  using  it  with 
this  simulation,  you  might  wish  to  return  to  the  appropriate  sections  of 
it  and  review  some  of  the  lessons  there.    Phase  D  is  designed  to  utilize 
information  presented  in  Lesson  12  of  Module  2;  review  these  lessons. 

Third,  obtain  a  copy  of  Educational  Project  Management  by  Desmond 
L.  Cook  (Colunibus,  Ohio:    Charles  Merrill  Publishers,  1971)  and  read  the 
chapters  in  it  which  are  applicable  to  problems  in  this  phase.  Chapter 
12  in  the  book  deals  with  skills  in  project  termination. 


VitzvUov*:  When  you  have,  compleXtd  zvaluating  youA  atouva  to  Phuz  V, 
do  one  orf  tkz  loU.owln.g-> 

J.    H  you  oaz  woJtfexng  thAough  thli  ivnutabbn  by  yotvueU,  tuAn 
to  page  M.40  otf  tha  Simulation  Manual,  and  complete,  the  VhoAQ.  QuaUty 
Control  VoAm  hoi  thiA  pha&e.. 

2.    U  you  (Viz  mA\Ung  through  tkti  t>vnuUUon  at>  a  memboA  oj  a 
team,  fattou  youJi  gioup  JUadeAU  int>tAuvUon6  fai  completing  the.  Pnaae 
QwodUty  ConXAol  Vonm.  
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C.    Phase  Quality.  Control  Form 


FUU  in  the  lut  &oua  digW>  oi  you*  Social  S&cuaaXij  tabeA  .  

Vjj«>cjUon& :    Unde*  the  appKopHAXitt  column  cut  the,  light,  ciAcle.  the,  KXpon&z  that  cotUiUpond*  totth 
yXZk  ioT ScMoSStoS  ioK  the  pha*e  you  toe         coveted.    Vou  need  not  con^ne  *oua 
Wtten  comme^  to  option  12;  rfeet  ^ee  to  mete  comments  next  to  each  qawt^on. 

Arfte*  comp£et^g  t/ie  HUf»*t  column*  ioi  PfuueA  A,  8,  and  C,  tu*n  to  the  *nAttactiow4  on  page  M.46 
otf  the  S^wiuiatton  McutaaX. 

A***  comp£et*ng  the  wpoiue  coton       Pha*e  P,  tu/tn  to  the  S>ana£a^on  Qfia^  Cont*o£  Tcwm  on 
page  M.44  o^  the  S-anala&ort  Manual.  m  —  


No. 


Questions 


1.  Was  the  general  problem  or  task  description  clear 
and  understandable? 

a.  Very  understandable 

b.  Moderately  understandable 

c.  Somewhat  understandable 

d.  Not  understandable 

2.  Were  the  directions  for  completing  the  forms  clear 
and  understandable? 

a.  Very  understandable 

b.  Moderately  understandable 

c.  Somewhat  understandable 

d.  Not  understandable 

3.  Was  enough  work  space  provided  on  the  forms? 

a.  Very  much  so 

b.  For  the  most  part 

c.  Barely  enough 

d.  Not  enough 


Phase  A 


abed 


abed 


abed 


Responses 
Phase  B 


abed 


abed 


Phase  C 


abed 


abed 


Phase  D 


abed 


abed 


abed 


abed 


abed 


61  M 


9 

ERIC 


j  titl  in  thi  taU  jouA  digiX*  orf  you*  Social  S&cuAAAy  NumbeA 
No.  Questions 


4. 


Was  the  Critique  and  Checklist  helpful  in 
evaluating  your  work? 
Helped  a  lot 


a. 
b. 
c. 
d. 


Helped  a  moderate  amount 
Helped  some 
Not  helpful 


5. 


6. 


7. 


8. 


Was  enough  information  supplied  in  the  documents 
in  the  phase  to  enable  you  to  complete  the  tasks 
of  the  phase? 

a.  Very  much  so 

b.  For  the  most  part 

c.  Barely  enough 

d.  Not  enough 

Did  the  tasks  you  performed  in  the  phase  seem  relevant 
to  project  management  in  a  public  school  setting? 

a.  Very  relevant 

b.  Moderately  relevant 

c.  Somewhat  relevant 

d.  Irrelevant 

Was  the  phase  too  long  and  involved? 

a.  Much  too  long 

b.  A  little  too  long 

c.  About  right 

d.  Too  short 

Was  the  working  of  this  phase  beneficial  to  you? 

a.  Very  beneficial 

b.  Moderately  beneficial 

c.  Somewhat  beneficial 

d.  Not  beneficial 


Responses 


Pha<?p 

Phacp  C 

Phase  D 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

c  e 

0)  I— » 


§ 
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fitX  in  thz  iMt  kotxn.  diglti  0$  yovJi  Social  SccuiUty  NumbeJi 


No.  Questions 

9.    Did  the  experience  you  gained  from  doing  the  practice 
exercises  in  the  lessons  of  the  Basic  Principles  and 
Techniques  of  Project  Management  Module  help  you  to 
better  perform  the  tasks  of  this  Phase?    (Skip  this 
question  and  question  10  if  you  are  not  using  the 
Module  with  the  simulation.) 

a.  Helped  a  lot 

b.  Helped  a  moderate  amount 

c.  Helped  some 

d.  Not  helpful 

10.    Did  the  lesson  or  lessons  of  the  Basic  Principles  and 
Techniques  of  Project  Management  Module  provide  you 
with  enough  knowledge  to  enable  you  to  work  the  tasks 
of  this  phase? 

a.  Very  much  so 

b.  For  the  most  part 

c.  Barely  enough 

d.  Not  enough 


Response; 


Phase  A 

Phase  B 

Phase  C 

Phase  l) 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

abed 

11. 


List  any  suggestions  you  might  have  for  the  revision  and  improvement  of  the  simulation  phases 


TiU  in  the.  laAt  &ouA  cUgiX&  oi  youA  Social  S&cutUty  UumbeA 


i 


Phase  C. 


Phase  D. 


A  REMINDER  Aftte/c'  tini&luviQ  tkt  luponti  column*  ion  Pftoaei  A,  B,  ami  r  twin  to  tkt  instruc- 
tion* on  page.  M.46  o ^  tkt  Simulation  Manual. 

A^teA  completing  tkt  l».6pon4Z  column  ion.  P/iaAe  V,  Win  to  tkt  Simulation  QuaUtij  ContAol  fonm 
on  page.  M.44  oj  tiit  Sbnulation  Manual.  -  -  --   
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Simulation  Quality  Control  Form 


VM  in  the.  lcu>t  rfou*  digit*  oi  yovJi  Social  SzcuAlty  UumbeA  

ViswcjUoM  s    CiKdie.  at  the.  night  tkz  neApotoz  which  cotuiupond*  to  youJi 
anhvoeA  to  each  question.    .PlzaAZ  be.eJL  rfA.ee  to  uvUXe.  in  any  cormznU  ui!tu.ah 
vooald  cMvUiy  youA  answet  be.ne.cuth  each  question.    Vou.  need  not  con^e 
u)fiitte.n  comment*  to  the.  open- ended  question*.   


No.  Question  Responses 

1.  Does  the  description  of  the  scnool  setting  in  the  abed 
Simulation  Setting  seem  realistic? 

a.  Very  realistic 

b.  Moderately  realistic 

c.  Somewhat  realistic" 

d.  Unrealistic 

2.  Does  the  Simulation  Setting  contain  too  much  information?  abed 

a.  Yes ,  far  too  much 

b.  Yes,  a  little  too  much 

c.  No,  about  right  \ 

d.  No,  not  enough 

3.  Does  the  project  description  in  Phase  A  seem  realistic?  abed 

a.  Very  realistic 

b.  Moderately  realistic 

c.  Somewhat  realistic 

d.  Unrealistic 

4.  Does  the  project  description  in  Phase  A  contain  too  much  abed 
information? 

a.  Yes,  far  too  much 

b.  Yes,  a  little  too  much 

c.  No,  about  right 

d.  No,  not  enough 

5.  Overall,  how  well  did  this  simulation  meet  your  abed 
expectations? 

a.  Very  well" 

b.  Fairly  well 

c.  Slightly  below  expectations 

d.  Well  below  expectations 
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Nck  Questions  Responses 

6.    Tn  what,  specific  ways  did  this  simulation  not  meet  your  expectations? 


7.     in  what  RvjciTi..  ways  did  this  simulation  henefit  you? 


"vHcn  you  har..-  completed  the  Simulation  Quality  Control  Form,  tur« 
to  t.ti«  Ipmninat'.on  Instructions  on  page  M.47  of  this  manual. 

f.llov  the  instructions  there  for  sending  in  these  forms. 
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Continuation  Instructions 


directions :    A*  thti  point,  you  should  have  completed  the  vnasz  Quality 
Control  FehjH'io*  <uXhe\,  Those:  k,  8,  on.  C. 

U  you  are.  perfarming  each  phase,  oi  the.  simulation  as  you  ympleti 
each  oiL  faur  mjl  phateM  oi  the  VMS  Moduli  J--^c^wto  and 
TtchnlqueA  o£  Pn.oje.ct  Managed,  you  should  now  pnoczzd  to  the.  next 
lesson  in  one  o£  the.  fallowing  wayst 

1.  U  you  arc  miking  through  the.  Emulation  and  lessons  by  your- 
seli,  obtain  a  copy  oi  thclooklet far  the  next  Module.  2  letson  and  pro- 
ceed to  fallow  the  instructions  there.. 

2.  H  you  are  woniung  through  the.  simulation  and  lusons  a6  a  member 
o£  a  group,  fallow  your  gn.oup  leader's  instructions . 

IX  j/ou  axe.  utilizing  the.  EPMIS  Moaute  2  -cn  con/ancUon  wjjj  Jjj* 
simulation  but  nave,  completed  all  the.  lusons  and  arc  *o*^J^J& 
each^ase  oi  the  simulation  in  succession,  you  are  now  to  proceed  to 
the.  next  phase  by  one  oi  the.  fallowing  methods 

1.  U  uouare  working  through  the  simulation  by  youuelj,  obtain 
a  copy  o£  the  next  phaie  boofcee*  and  <$o^  the  ^^acOo^  theAe. 

2.  I t/ou  a/ie  wwfe^ng  through  the  simulation  as  a  member  oi  a 
group,  fallow  youn  gn.oup  leader's  instructions. 

'      U  uou  ok.1  using  tkz  simulation  by  itseli,  and  not  Ming  the.  EPMIS 
Module  2,  you  are  now  to  pn.oce.ed  to  the.  next  phase,  oi  the  Simulation  by 
one.  oi  the  fallowing  methods: 

1.  IX  you  aAe  woiiing  through  the  simulation  ^  yours  eli,  obtain 
a  copy  oi  the  booklet  fan.  the.  next  phase,  and  proceed  to  won.k  through 
that  phase. 

2.  II  you  are  working  thnough  the.  simulation  as  a  member  oi  a 
group,  fallow  youn.  group  leader's  instructions.   _ 
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Simulation  Setting 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Scliools,  Inc. 
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Preface  to  Simulation  Setting 

On  the  following  pages  is  the  setting  for  the  case  simulation. 
It  presents  the  general  setting  in  which  the?  rest  of  the  simulation  is 
based  and  includes  an  introduction  to  the  city  and  school  system  where 
these  events  happen.   Most  importantly,  it  introduces  you  to  the  main 
characters  of  the  simulation,  people  \diom  you  will  meet  again  in  the 
course  of  managing  the  simulated  project.    It  also  sets  up  the  basic 
problem  which  the  project  proposal  is  designed  to  remedy. 

The  characters  in  this  simulation  setting  and  the  locations  and 
names  involved  are  entirely  fictional  and  no  resemblance  to  real  persons 
or  places  is  intended. 

The  simulation  setting  is  designed  to  be  read  before  reading  any 
of  the  information  in  the  Phase  A  booklet.    Feel  free  to  refer  back  to 
the  simulation  setting  for  any  information  you  may  need  in  completing 
any  of  the  phases  in  the  simulation. 
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THE  SIMULATION  SETTING : 

THE  CITY  OF 

ARMITAGE,  NEW  HOPEWELL 

The  city  of  Armitage  has  a  population  of  about  150,000  and  is 
centrally  located  in  Allen  County  in  the  state  of  New  Hopewell.  Armitage 
is  a  pleasant  town  to  live  in,  as  roost  of  its  inhabitants  agree.    It  is 
located  on  the  Miskatonic  River  and  is  bounded  for  a  short  distance  by 
marshlands  whose  water  comes  from  that  river;   the  remainder  of  the  land 
around  Armitage  is  farmland  which  fades  into  ,  forests  toward  the  north 
of  the  city.    The  city's  growth  patterns  have  been  fairly  stable  for 
some  years;  the  only  major  annexations  have  occurred  at  the  northern 
boundary  of  the  city  not  far  from  the  marshlands. 
The  Business  of  Armitage 

Armitage  has  a  fair  degree  of  heavy  industry.   Among  the  important 
industries  are  a  division  of  a  large  auto  company  which  makes  rubber  and 
metal  parts  for  that  company's  cars;  a  millworks  which  makes  construction 
materials  and  a  paper  box  manufacturer  both  of  which  draw  their  wood  sup- 
plies from  foresting  operations  in  the  northern  part  of  the  state;  a 
foundry  which  casts  special  order  cast  iron  products  for  sewer  pipes, 
manhole  covers,  and  other  items..   There  are  also  a  number  of  service 
industries  such  as  printing,  tool  and  die  work,  etc. 
The  Schools  of  Armitage 

The  Armitage  City  School  System  has  about  25,000  students  with 
about  another  5,000  enrolled  in  private  and  parochial    schools.  About 
25  per  cent  of  these  school  children  are  black  and  70  per  cent  are  white. 
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About  five  per  cent  of  the  children  arc  of  American  Indian  ancestry, 
the  last  traces  of  the  Miskatonic  Indian  tribe  which  once  owned  the 
local  lands. 

!  A  private,  primarily  liberal  arts  college  of  about  5,000  students 
is  also  located  in  the  town.    It  is  called  Miskatonic  University  after 
the  river  which  bounds  one  side  of  its  property.   Originally  founded  by 
missionaries,  it  now  has  dropped  its  religious  affiliation.    It  offers 
a  number  of  four-year  degrees  and  a  few  master's  degrees  in  English, 
fine  arts,  biology,  and  education.   The  University  also  owns  part  of 
the  surrounding  marshlands  which  it  keeps  as  a  biological  study  area. 

The  superintendent  of  the  Armitage  City  School  System,  Dr.  Stephen 
Ford,  came  to  the  school  system  about  three  years  ago  after  a  successful 
stint  as  superintendent  of  a  smaller  system  of  about  10,000  students 
in  a  neighboring  state.    He  is  a  most  progressive  man  and  is  anxious 
to  keep  his  school  system  abreast  of  innovations.    His  hard-headed 
economic  sense  in  getting  the  most  productive  efforts  possible  for  the 
money  expended  is  a  good  thing  since,  like  many  school  systems,  Armitage 
has  been  suffering  from  money  problems.    There  has  been  some  conservative 
opposition  to  his  policy  of  innovation,  both  in  the  community  and  on  the 
five-member  school  board,  but  his  management  skills  and  his  persuasive 
manner  have  helped  to  build  a  majority  who  support  (or  at  least  tolerate) 
his  policies. 

Many  of  the  innovative  ideas  that  have  been  attempted  have  been  the 
brainchild  of  Dr.  Warner  Adams,  a  brilliant  and  energetic  young  man  whom 
Ford  installed  as  Assistant  Superintendent   of  Curriculum  shortly  after 
his  (F6rd's)  arrival  in  Armitage.    Adams  has  been  largely  responsible  for 
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devising  many  of  the  innovations  presently  being  trii\l.  He  has  oeen  most 
receptive  to  teachers'  ideas  for  change  and  has  endeavored  to  bring 
original  approaches  to  increasing  the  effectiveness  of  instruction.  He 
is  generally  respected,  though  some  teachers  mistrust  his  efforts.  It 
must  be  admitted  that  his  efforts  are  sometimes  a  bit  too  broad  in  scope. 
Ford,  however,  has  been  a  good  influence  on  him  and  has  helped  to  keep 
his  projects  within  the  realm  of  economy  and  practicality. 
The  Project  Management  Office  (PMO) 

two  of  Ford's  innovations  are  of  concern  to  us  here.    The  first  - 
of  these  is  the  Project  Management  Office  which  Ford  established  to  pro- 
vide  competent  management  skills  and  advice  for  projects  within  the  school 
system.    A  description  of  the  PMO  (from  its  current  recruiting  literature) 
includes  these  comments: 

The  Project  Management  Office  is  a  group  of  experienced  project 
managers  and  management  consultants  attached  to  the  superinten- 
dent's office  and  reporting,  through  the  office  director,  to  the 
superintendent.    Its  main  function  is  to  assist  various  school 
agencies  in  the  development,  planning  and  implementation  of 
various  programs  and  projects.    Many,  though  not  all,  of  these 
are  of  a  high  priority,  or  involve  large  expenditures,  or  may 
require  coordination  of  a  number  of  agencies,  both  within  and 
outside  the  school  system. 

The  Director  of  the  Project  Management  Office  is  Madeleine  Connors  who 
has  had  considerable  training  in  project  management  techniques,  PERT, 
PPBS,  and  so  on.    She  had  some  experience  in  business  helping  to  manage 
projects  related  to  the  production  of  equipment  for  the  Navy  before  she 
turned  to  the  field  of  education.    She  has  been  with  the  school  system 
for  about  two  years  and,  with  the  aid  of  the  staff  she  has  recruited, 
has  helped  to  increase  the  efficiency  of  the  many  projects  which  the 
school  system  has  undertaken.    Although  the  PMO  is  technically  part  of 
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the  organization  of  the  Assistant  Superintendent  for  Planning,  in  prac- 
tice, it  reports  to  the  Superintendent  whose  influence  was  often  called 
upon  to  grease  bureaucratic  wheels. 

One  important  act  of  the  FMO  has  been  to  increase  the  school 
system's  contact  with  Miskatonic  University.    It  has  drawn  on  the  talents 
and  training  of  a  number  of  faculty  members  at  the  University  for  help 
and  advice  on  a  number  of  projects.   This  source  of  technical  expertise 
has  helped  the  PMO  to  plan  projects  more  efficiently;  and  to  put  teachers 
\and  administrators  who  have  projects  and  ideas  in  touch  with  faculty  who 
can  advise  them  on  means  of  carrying  these  out.    It  has  also  increased 
the  Wing  of  graduate  students  from  the  University  for  help  on  various 
projects,  a  step  which  provides  the  school  system  with  a  source  of  well- 
trained  manpower  for  use  on  projects  and  gives  the  students  valuable 
internship  experiences. 
The  Armitaqe  Middle  Schools 

Another  important  innovation  is  the  construction  of  two  middle 
schools  for  about  one-third  of  the  city's  sixth,  seventh,  and  eighth 
graders.    Shortly  after  Ford's  arrival,  it  became  apparent  that  the 
school  system  would  have  to  increase  its  physical  plant  to  cope  with 
increasing  enrollments.    Although  it  took  a  while  to  sell  the  idea, 
the  school  board,  at  Warner  Adams'  urging,  decided  that,  rather  than 
build  another  elementary  school  or  add  on  to  a  high  school,  two  middle 
schools  would  be  built  to  handle  some  of  the  increase.    It  was  also 

i 

agreed  that  the  middle  schools  would  be  built  to  accommodate,  over  a 
period  of  time,  a  number  of  innovations  such  as  team  teaching,  a  flexi- 
ble daily  schedule,  a  non-graded  structure,  and  others. 
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The  two  middle  schools  that  were  eventually  built  were  called 
Wayson  Middle  School  and  Lane  Middle  School.   Each  was  designed  to  enroll 
600  students  at  the  maximum,  but  at  the  moment  they  have  only  about  400 
each.    Both  the  schools  were  built  on  an  "open- space"  concept  without 
the  conventional  egg-crate  classrooms  or  the  usual  interior  walls.  They 
were  both,  hexagonal  structures  with  various  functional  areas.   A  crude 
sketch  of  Wayson  Middle  School's  layout,  which  is  fairly  typical  of  both 
schools  although  there  were  some  minor  differences  between  the  two,  is 
presented  as  Figure  1.   Although  the  schools  are  completely  carpeted  and 
air-conditioned,  the  lack  of  interior  walls  cut  the  total  cost  of  the 
buildings  to  about  two -thirds  that  of  conventional  structures. 

The  schools'  faculties  are  composed  almost  entirely  of  volunteers 
who  are  organized  in  teaching  teams  of  about  five  members  each  by  general 
subject  area.    Each  school  has  a  science  team,  a  social  studies  team,  a 
math  team,  and  an  English  team.    In  addition,  a  few  specialized  subjects 
like  music,  art,  and  foreign  languages  utilize  one  teacher  who  travels 
between  both  schools.    Each  team  can  handle  about  100  students  at  a  time, 
in  a  variety  of  ways  depending  on  what  is  to  be  taught  at  any  particular 
time.    All  100  students  can  be  divided  into  groups  of  15  to  30  members 
each  for  specialized  instruction  or  help  in  a  certain  topic;  or  into  very 
small  groups  of  about  five  to  ten  students  each  for  help  with  special 
problems  or  for  supervision  in  conducting  individual  or  group  projects. 

The  schools  do  not  have  a  conventional  rigid  daily  time  schedule; 
rather,  the  teams  coordinate  their  instruction  with  each  other  so  that 
students  have  a  flexible  schedule  with  varying  amounts  of  time  spent  in 
certain  subjects  on  different  days.    An  important  consequence  of  this 
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Figure  1.    Wayson  Middle  School  Floor  Plan 
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form  of  scheduling  is  -that  students  have  segments  of  each  day  during 
which  time  they  have  no  formal  class.   At  these  times,  students  are 
assigned  to  study  carrels  in  the  Instructional  Materials  Center  for 
independent  study  on  topics  of  interest  to  them  or  for  work  on  assigned 
projects.    The  carTels  are  equipped  with  electrical  outlets  so -students 
may  use  cartridge-type  film  loops,  cassette  tape  players,  film  strip 
projectors,  teaching  machines,  and  so  on.  . 

There  have  been  difficulties  in  putting  this  idea  into  practice. 
Students  have  not  always  adjusted  adequately  to  the  responsibility  of 
independent  study.    Further,  to  make  the  situation  worse,  there  has 
been  a  lack  of  funds  for  stocking  the  independent  study  aro  with  books, 
tapes,  filmstrips,  etc.    Although  there  is  a  librarian  assigned  to  the 
Instructional  Materials  Center  tp  maintain  the  collection  of  learning 
materials,    much  of  her  time  is  spent  in  supervising  the  students  and 
\  teaching  them  how  to  handle  the  equipment.    Teachers  have  also  complained 
of  a  lack  of  audio-visual  software  (tapes,  films,  film  loops,  etc.)  of 
an  acceptable   quality  which  relate  to  the  concepts  they  are  trying  to 
teach. 

The  Environmental  Education  Program 

This  lack  of  suitable  audio-visual  software  has  recently  become 
a  very  apparent  problem  in  the  efforts  of  the  school  to  present  instruc- 
tion in  environmental  education.    The  social  studies  team  and  the  science 
team  at  both  middle  schools  have  been  working  together  to  devise  a  course 
of  study  in  environmental  education.    The  English  teams  have  been  cooper- 
ating with  this  effort  by  having  students  write  essays  and  various  other 
assignments  on  the  topic  in  coordination  with  the  course  of  study  devised 
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by  the  committee.    During  the  previous  school  year,  a  committee  of  teachers 
from  b*th  middle  schools  drew  up  objectives  and  content  for  the  curriculum; 
attempts  were  made  during  the  latter  half  of  the  school  year  to  put  the 
curriculum  into  practice  chiefly  through  large  or  small  group  lectures 

and  discussion  groups.  •« 

The  teams  tried  to  get  the  students  very  involved  in  the  effort. 
Students  were  assigned  to  find  examples  of  various  kinds  of  threats  to  the 
environment    and  they  came  up  with  quite  a  few  locally:    air  pollution 
from  the  foundry  and  the  rubber  parts  manufacturer;  air  and  water  pollu- 
tion  from  the  paper  box  manufacturer;  threats  to  the  marshlands  from  the 
encroachment  of  new  housing,  some  of  which  utilizes  septic  tanks  which 
drain  into  the  marshlands  area;  and  such  universal  problems  as  air  pollu- 
tion from  cars.    The  students  were  also  taken  on  field  trips  to  the  uni- 
versity's biological  study  area  in  the  marshlands;  biology  professors 
from  the  university  also  came  to  the  schools  to  give  talks  and  answer 
questions. 

While  the, program  was  moderately  successful  in  increasing  the  students' 
knowledge  and  awareness  of  ways  of  preserving  the  environment,  all  involved 
agreed  that  resources  for  the  students'  individual  study  in  environmental 
education  were  generally  lacking.    Some  books  were  available  which  the 
students  could  use  during  their  independent  study  time  in  the  Instructional 
Materials  Center  but  not  nearly  enough  to  satisfy  the  need.    The  books  also 
tended  to  become  rather  repetitious  in  the  topics  they  covered.  Films 
tended  to  be  of  a  low  quality,  pushed  out  by  publishers  to  meet  a  market 
demand  but  not  always  with  any  definable  instructional  purpose.  Obviously, 
films  were  usable  only  with  a  large  group  lecture  situation  and  their 
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half -hour  length  tended  to  eat  up  time.    Students  could  not  use  them  for 
'individual  study.    The  instructors  tried  to  use  environmental  education 
"games"  to  teach  students  the  effects  of  controlling  or  not  controlling 
pollution  but  found  they  were  either  not  very  realistic  or  drew  students' 
attention  to  playing  the  game  ("Your  country's  population  starved  from 
over  population  and  mine  didn't,  so  I    won,"   etc.).    The  committee  of 
middle  school  teachers  that  had  drawn  up  the  curriculum  wrote  a  final 
report  to  Dr.  Adams  at  the  end  of  the  school  year  which  included  sugges- 
tions for  improving  the  program. 

This  is  the  situation  as  it  exists  at  the  beginning  of  Phase  A. 
You  will  receive  more  information  about  the  efforts  to  correct  this  prob- 
lem in  that  phase  booklet.    For  the  remainder  of  the  simulation,  you  are 
to  play  the  role  of  Pat  Beckley,  who  will  later  become  the  project  mana- 
ger of  the  simulated  project. 

Turn  now  to  the  Phase  A  booklet  and  follow  the  directions  there. 
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Phase  A- -Planning  the  Project 
Overview  and  Objectives 

,  t 

OVERVIEW 

Through  a  series  of  documents,  including  a  preliminary  draft  of  a 
project  proposal,  the  student  is  presented  with  a  realistic  situation 
in  project  management  in  which  he  must  define  missions  and  tasks,  plan* 
a  work  flow,  estimate  time  and  resources,  and  devise  a  budget. 

OBJECTIVES 

The  general  objective  of  this  phase  of  the  simulation  is  to  have 
'  the  participant  integrate  or  synthesize  several  specific  skills  and 
knowledges  which  apply  to  the  task  of  planning  a  project.    For  this 
reason,  specific  detailed  behavioral  objectives  are  not  listed  below. 
^  Instead,  general  objectives  reflecting  synthesis. or  relationships  are 
outlined  here.    As  a  consequence  of  working  the  simulation  phase,  the 
student  should  be  able  to  better  see  the  relationships  existing  between 
the  objectives  and.goals  of  a  project,  the  sequence  of  steps  necessary 
to  carr>  them  out,  how  to  determine  the  time  and  resources  needed  to 
accomplish  the  effort,  and  how  these  all  combine  to  form  the  budget  or 
cost  estimate.    Integration  of  these  several  discrete  tasks  is  important 
if  the  student  is  to  be  able  tr  plan  projects  once  given  the  assignment 
to  do  so  in  his  actual  job  situation 
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Abstract  and  Documents  List 

ABSTRACT 

Phase  A  focuses  on  the  activities  involved  in  planning  the  project. 
It  follows  directly  from  the  situation  set  up  in  the  setting.   Dr.  Warner 
Adams  and  the  Environmental  Education  Committee  decide  to  submit  a  pro- 
posal for  a  project  to  develop  instructional  materials  such  as  film  loops 
and  cassette  tapes  on  environmental  education  topics  to  alleviate  the 
shortage  of  such  materials.  -The  student,  in  the  role  of  Pat  Beckley, 
chairman  of  the  committee ,  submits  a  preliminary  draft  of  the  proposal 
to  the  Project  Management  Office  for  review  and  it  is  returned  with 
numerous  criticisms  and  recommendations  for  change.   Beckley  must. make  v.;,  * 
the  changes  required.  • 

DOCUMENTS  LIST 

Included  in  the  Documents  section  are  the  following: 

A.  Excerpts  from  the  written  report  of  the  Environmental  Education 
Committee  to  Dr.  Warner  Adams,  dated  June  8,  1970. 

B.  Extract  from  the  minutes  of  a  meeting  of  the  Environmental  Edu- 
cation Committee  in  the  office  of  Dr.  Warner  Adams,  on  June  15,  1970. 

C.  Partial  transcript  of  a  phone  conversation  between  Dr.  Warner 
Adams  and  Mr.  Charles  Greymont  of  the  Division  of  Research,  Planning,  and 
Development  of  the  New  Hopewell  State  Department  of  Education  on  June  16,^ 
1970. 

D.  Extract  from  the  minutes  of  a  meeting  of  the  Environmental  Edu- 
cation Committee  in  the  office  of  Dr.  Warner  Adams  on  June  29,  1970. 
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E.  Copy  of  information  on  producing  film  loops  written  by  Dr. 
George  Netzel  for  the  Environmental  Educatidn  Committee,  <Jated  July  6,  . 

1970...  \ 

F.  Excerpts  from  the  catalog  of  Century  Studios,  Inc.,  Chicago, 
Illinois,  "Dealers  in  complete  lines  of  photographic  equipment,  suppUes, 

'  and  services.  .  .Specialists  in  educational  needs.  .  .  »"  ^ 

G.  Cover  letter  from  Pat  Beckley,  Chairman  of  the  Environmental 
Education  Committee,  to  Madeleine  Conners  of  the  Project  Management  Office 
submitting  the  preliminary  draft  of  the  proposal. 

H.  "  Preliminary  draft  of  a  proposal  entitled  "Development  and  Pro- 
duction of  Single  Concept  Film  Loops"  for  Dissemination  of  Environmental 

\ 

■  \ 

Education  to  Students  in  the  Middle  School." 

I.  Memo  of  reply  from  Madeleine  Conners  to  Pat  Beckley. attached 
to  the  copy,  of  the  preliminary  draft  of  the  proposal  which  had  been  sent 
to  the.  Project  Management  Office  for  review.    Includes  PMO  farms,  for 

rewriting  the  proposal. 
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'  Document  A 


Excerpts  from  the  written  report  of  the  Environmental  Education  Committee 
to  Dr.  Warner  Adams,  dated  .June  8.  1970,   \   „ 


from  the  section  titled  "Goals  of  Environmental  Education.  .  ." 
A  graduate  of  the  Armitage  City  Schools  should: 

1.  Be  aware  of  the  dangers  inherent  in  the  population  explosion. 

2.  Be  aware  of  man's  dependence  on  nature  for  all  the  necessities 
for  physical  survival,  and  be  aware  that  man  is  the  only  creature  capable 
of  consciously  altering  his  environment. 

3.  Value  a  quality  environment  over  the  immediate  possession-of — 
material  goods  and  be  aware  that  the  production  of  material  goods  is 
dependent  On  the  quality  of  the  environment. 

4.  Be  aware  that  esthetic  environment  is  essential  to  man's  social 
and  mental  well  being. 

5.  Accept  personal  and  individual  responsibility  for  maintaining 
and  restoring  quality  in  his  environment. 

6.  Be  aware  of  legal  and  political  avenues  through  which  these 
objectives 'can  be  attained. 

■  i. 

from  the  section  titled  "Recommendations.  .  ." 

  ■  1  n   1 

*'*\ 

The  environmental  education  curriculum  was  tried  on  a  tentative 
basis  during  the  last  half  of  the  school  year,  .  .This  "pilot 
program"  also  demonstrated  a  crucial  need  for  additional  learn- 
ing resources  which  can  be  used  with  small  group  instruction 
involving  ten  or  fewer  students  and  with  individual  students 
during  their  independent  study  time  in  the  instructional  Materials 
Center.    It  was  the  opinion  of  the  committee  that  greater  atten- 
tion should  be  given  to  procuring  or  creating  materials  which  can 
be  so  utilized.    Such  materials  should  be  fairly  low  in  cost, 
simple  enough  for  students  to  use  in  their  independent  study 
carrels,  or  in  small  groups,  and  related  to  a  specific  instruc- 
tional topic  or  objective.   The  conmittee  recommends  consideration 
of  such  items  as  filmstrips,  film  loops,  cassette  tapes,  and  brief 
illustrated  booklets  to  fill  this  need. 
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Document  B 


Kxtract  from  the  minutes  of  a  meeting  of  tne  Environmental  .Education 
Committee  in  the  office  of  Dr.  Warner  Adams,  on  June J&JEBte ~ 


.  ,  .The  problem  of.  instructional  materials  for  ;use  in  the  environ- 
mental education  program  was  brought  up.   After  discussing  various  experi- 
ences with  existing  materials  and  their  problems ,  it  was  generally  agreed 
among  the  committee  members  that  priority  should  be  given  to  developing 
a  set  of  instructional  materials  on  environmental  education  which\would 
utilize  8  mm  film  loops  and  cassette  tape  narrations.   These  are  to  be 
coordinated  with  the  curriculum  already  devised  by  the  committee.  Spev 
cific  topics  for  the  items  would  be  suggested  by  the  teachers  involved 
and  by  experts  from  the  university  and  community.   The  possibility  of 
including  a  brief  instructional  booklet  with  each  film  loop-cassette 
package  was  also  considered. 

The  problem  cf  financing  the  production  of  such  items  was  considered 
briefly.    Dr.  Adams  said  he  would  check  with  Mr.  Charles  Greymont  in  the 
Division  of  Research,  Planning,  and  Development  in  the  New  Hopewell  State 
Department  of  Education,  about  the, possibility  of  financing  the  project 
under  a  Title  III  grant.  ... 
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\ 


Transcript  of  a  phone  conversation  between  Dr.  Warner  Adams  and  Mr. 
Sa?lerGreymontPof  the  Division  of  Research,  Wanning. i«* ffSST* 
on  the  New. Hopewell  State. .Department  of  Education  on  June  16 1  1970,  „ — 


Adams: 


Greymont: 


Adams: 


.  .  .but  this  problem  of  the  instructional  materials  not 
being  adequate  has  really  hampered  our  whole  environmental 
education  effort.  t. 

Well,  of  course,  we've  had  similar  complaints  from  other 
schools  around  the  state.   This  certainly  isn't  just  your 
problem.   We'd  like  to  do  something  but  the  question  is 
what  to  do.   Have  you  got  any  ideas? 

Our  conmittee  talked  about  it  at  some  length  and  generally 
agreed  that  the  best  approach  would  be  something  which  the 
kids  could  handle  on  their  own  but  would  be something  o«fr 
than  the  usual  textbook  kind  of  thing.   With,  our  instructional 
Materials  Center  anddts  equipment,  they  thought  that  a  set _ 
of  film  loops  and  cassettes,  and  maybe  even  some  short  booklets 
on  various  topics  would  be  a  good  approach.  -  „ 

though,  we  just  don't  have  the  funds  for  anything  like  that  tor 
next  year.    I'm  sure  we  could  get  the  people  to  work  on  it  but 
'  I  was  wondering  if  you  thought  a  Title  III  proposal  f or jmch  a 
job  would  have  a  reasonable  chance  for  being  funded  if  we  sub- 
mitted it. 

Umm-mm-  Yes,  that  sounds  like  a  good  idea.    I  like  the  notion 
of  using  the  film  loop  and  cassette  approach.   The  technology 
has  been  spreading  to  most  of  the  schools  m  the  state  and  I  d 
like  to  see  it  used  more  and  used  more  effectively.    If  you 
could  develop  something  along  this  line,  I'm  sure  quite  a  few 
people  would  be  interested  in  using  the  products  you  come  up 
•    with.    Let's  do  it  this  way.    In  a  few  days,  we  plan  to  issue 
a  Request  for  Proposals  under  Title  III  that  deal  specifically 
with  projects  in  environmental  education.   Why  don't  you  writa 
something  up;  I'm  sure  that  we  could  probably  guarantee  you 
funding  if  your  proposal  is  as  good  as  it  sounds. 

Adams:        Great!    What's  our  time  look  like  on  this? 

Grevmont:    Well,  let's  see,  today  is  June  16.    The  RFP  will  go  out  on 
Greymont.    weii,  ^  for  submission  of  proposals 

is  August  20.    I  know  this  is  kind  of  a  short  time  but  we  d 
like  to  get  these  approved  so  they  can  start  with  the  beginning 
of  the  school  year  on  September  6. 


Greymont : 
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Adams:       No,  I  don't  think  that  will  be  any  problem.    I  can  get  the 
middle  schools'  committee  to  sit  down  and  get  this  out. 
Getting  them  all  together  may  be  a  bit  of  a  problem  at  this 
time  of  year,  but  I'm  pretty  sure  that  we  can  get  the  job 
done. 

*  Greymont:   Fine,  Warner.    I'll  be  looking  forward  to  seeing  what  you 
"  come  up  with. 
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Extract  from  the  minutes  of  a  meeting  of  the  Environmental  Education 
;    Conmittee  in  the  office  of  Dr.  Warner  Adams  on  June  29,  1970.  


.  .  .It  was  agreed  that  a  proposal  titled  •The  Development  and 
Production  of  Single  Concept  Film  Loops  for  Dissemination  of  Environmental 
Education  Information  to  Youth  in  the  Middle  School"  would  be  written. 
The  chairman  of  the  Environmental  Education  Conmittee,  Mrs.  Pat  Beckley,  woul^ 
write  the  proposal  with  the  help  of  the  other  members  of  the  committee. 
Dr.  Adams  would  arrange  ,for  assistance  from  the  Project  Management  Office 
in  reviewing  the  proposal  before  submitting  it  for  consideration  for 
funding. 

Conmittee  members  were  unfamiliar  with  the  technical  aspects  of 
producing  film  loops.   Dr.  Adams  will  contact  a  raenber  of  the  education 
faculty  at  Miskatonic  University  who  has  had  experience  in  audio-visual 
materials  and  ask  him  to  provide  a  memorandum  for  guidance  in  the  making 

of  film  loops.  /  : 

The  initial  draft  of  the  proposal  is  to  be  submitted  for  review 
to  the  Project  Management  Office  no  later  than  July  20. 
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Copy  of  infonnation  on  producing  film  loops  written  by  Dr.  George  Netzel 
for  the  Environmental  Education  Committee,  datad  July  6.  19 7U.  _ 


To:  Environmental  Education  Committee,  Armitage  Middle  Schools 

From:       Dr.  George  Netzel,  Professor,  School  of  Education,  toskaJonicM^, 
University  '  \"      •  "  - 

Subject:    Production  of  Film  Cartridges 

Date:        July  6,  1970  "  » 

In  response  to  your  request  for  an. overview  of  the  methodology  of 
producing  film  loops  or  cartridges,  I  am  submitting  the  information  below. 
There  are  many  references  available  on  this  topic,  so  I  have  not  tried  to 
go  into  much  detail. 
Methods  of  Production 

•  There  are  two  general  ways  of  producing  8  mm  film  loops.    The  first 
is  "film  clipping,"  a  method  in  which  sections  of  longer  films  are  clipped 
and  put  together  to  make  a  duplicate  film;  this  is  generally  not  a  very 
acceptable  method.    The  second  method  involves  producing  an  original  film  - 
which  can  then  either  be  shown  directly  without  duplication  or  can  be       •  , 
vised  to  make  duplicate  copies. 
.  Film  Planning 

The  preliminary  planning  for  a  film  must  consider  the  intended  length" 
of  the  film,  its  subject  /and  the  needs,  characteristics,  and  background  of 
the  audience  or  individual  users  of  the  film.    The  final  step  is  to  outline 
the  subject  content  that  supports  the  objective  and  will  serve  as  the  basis 
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for-  film  scenes.   There  should  be  a  precise  statement  of  objectives  for 


the  film, 

A  film  script  or  shooting  outline  should  be  used  to  organize  both 
the  text  or  title  and  demonstration,  if  a  demonstration  is  to  be  used  in 
the  film.   This  is  usually  dqhe  by  means  of  the  "Story  Board"  technique.  • 
.  In  this  process,  the  content  is  organized  into  story- telling  form  and 
visually!  produced  as  a  series  of  sketches  that  pictorially  illustrate 
the  content.    Finally,  a  script  is  written  based  upon  the  content  and 
illustrations.   Thus,  the  story  board  consists  of  a  listing^of  specific 
scenes  tjo  be  filmed  with  Accompanying  narration  for  the  cassette  tape  if 
such  is 'used.    Each  scenel  has  a  description  of  content  and  indication  of 
camera  position^  j 

Equipment  \ 

A  number  qf  references  are  currently  available  on  equipment  tech- 
nology and  these  should  be  Consulted.   Valuable  information  can  also  be 
obtained  by  corresponding  wi^h  equipment  manufacturers  and  by  consulting 
their  brochures  because  the  technology  in  this  area  changes  rapidly. 
Equipment  can  .be  grouped  under\the  categories  of  film  making  equipment  ^ 
and  film  projection  equipment.  \ 

Producing  8  millimeter  films  directly  requires  such  basic  equipment 
as  a  camera,  lights,  a  tripod,  lens  filters,  film  splicing  equipment, 
editing  equipment,  and  a  light  meter.    There  are  many  types  of  cameras  on 
the  market,  ranging  in  price  from  about  $30  to  $1,000;  the  film  maker 
should  expect  ,to  pay  from  $200  to  $250  for  one  adequate  for  the  task 
involved  here/   As  a  minimum  the  camera. should  have  an  optical  viewfinder 
to  see  the  exact  limits  of  a  scene,  a  zoom  lens  .to  allow  a  wide  selection 
'I;  • 
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of  image  .sizes  (electrically  operated) ,  and  an  electric  eye  which  con- 
trols the  aperture  at  stop.,  settings.  ,  ,  V 

It  is  also  desirable  to  have  a  fast  lens  (F2  or  better),  with  through 
the  lens  reflex  viewing,  automatic  exposure  with  manual  override  and  a 
range  of  camera  speeds.   The  tripod  should  be  sturdy  and  have  a  reliable^ 
means  of  controlling  height.   A  good  light  meter  is  useful  even  if  the 
camera  has  one  built  in.    It  may  be  necessary  to  have  close-ups,  shoot 
titles,  or  copy  pictures  and  a  built- in. meter  may  give  an  improper  lens 
diaphragm  setting.    An  incident  type  light  meter  is  prefered. 

Lighting  equipment  should  include  at  least  four  lamps  mounted  on 
tripod  supports  (375-500  watt)  and  several  clip-on  reflectors.    A  film 
splicer  and  viewer  is  necessary,  as  it  is  difficult  to  take  a  film  with- 
out careful  editing  of  scenes  and  sequences.    A  tape  recorder  with  a  pre- 
cise control  is  important  for  editing  taped  narration,  together  with  a 
good  cassette  recorder  if  the  camera  and  equipment  used  do  not  permit 

sound  on  the  film. 

A  very  important  consideration  in  the  film  production  is  the  number 
of  copies  to  be  made  of  each  film.    If  several  copies -are  needed,  the 
original  film  should  be  produced  on  16  millimeter  film  than  professionally 
reduced  to  copies  of  8  mm  size.    Commercial  ektachrome  type  16  mm  film  is 
•designed  for  reproduction  purposes;  it  is  recommended  for  quality  and 
clarity.    A  list  of  laboratories  which  provide  this  service  is  attached 
at  the  end  of  this  memo. 

It  is  possible  to  make  duplicate  copies  from  the  original  8  mm  but 
the  quality  is  often  disappointing.  The  copy  is  somewhat  grainy,  colors 
are  not  true,  and  there  is  too  much  contrast  (i.e.,  the  lighter  colors 
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become  whiter  and  the  darker  colors  become  blacker).   However,  the  films 
are  quite  adequate  for  instructional  purposes  that  do  not  require  intri- 
cate detail. 
Filming 

After  determining  the  general  approach  to  be  taken,  and  after  scripts 
are  carefully  reviewed,  the  filming  should  be  carefully  studied  with  respect 
to  the  objectives  defined  for  the  films.   A  variety  of  shots  should  be 
planned,  avoiding  long  shots  and  concentrating  on  medium  and  close-up 
shots.   Definite,  easy  scene  motions  should  be  used,  and  transitions  between 
scenes  carefully  developed  to  provide  continuity.    It  is  desirable  to  use 
sequences  longer  than  actually  required  to  provide  for  editing.  However, 
with  careful  planning  and  shooting  it  is  possible  to  edit  a  film  ,as  it  is 
shot  by  including  all  sequences  in  the  order  desired.   This  results  in  a 
film  complete  in  one  piece  at  a  lower  cost. 
Costs 

Many  references  list  the  costs  of  film  production.    Remember  that 
these  are  constantly  changing,  and  that  the  true  cost  of  the  finished  film 
also  includes  trials  and  errors  and  rejected  film.   Costs  for  color  film 
are  given  as  $5  to  $6  per  cartridge  (Olsen,  1966) ,  $1  to  $3  per  running 
minute  (O'Connor,  1967),  $5.50  to  $7  per  unit,  with  $1.50  to  $3  extra  for 
sound  (Brown,  1964).    Kemp  (1968)  notes  the  cost  of  .16  mm  commercial  film, 
as  $13  per  roll,  and  duplication  costs  for  reduction  to  8  mm  as  $15  per 
8  mm  foot.    The  subject  of  cost  is  a  variable  which  can  be  viewed  in  many 
ways  and  will  be  dependent  entirely  upon  the  circumstances  in  which  the 
films  are  made.    Usually,  however,  direct  filming  in  8  nm  is  one-third 
the  cost  of  16  mm. 
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Projection  Equipment 

One  of  the  newer  developments  in  8  mm  film  technology  is  the  car- 
tridge reel  to  reel  as  in  the  Kodak  Ektographic  projector.  Projectors 
which  take  8  mm  cartridge  films  are  of  two  major  types:    those  which 
require  a  separate  screen  and  those  which  have  a  built-in  screen  with  or 
without  sound  capability.   The  projectors  which  utilize  sound  and  a  built- 
in  screen  include  the  following  models: 

Fairchild  Mark  IV,  Mark  V,  Model  24 

Jayark  Super  8 

Technicolor  Super  8,  Model  1000B,  Model  1300 
These  use  an  11  to  30  minute  cartridge  with  optical  sound  and  range  in 
price  from  $365  to  $500.    The  projectors  which  do  not  include  sound  range 
from  $110  to  $154  and  include  the  Kodak  Ektographic  120,  Technicolor  510, 
the  McLure  510  and  the  Technicolor  810.    Cassette  play  back  units  and 
cassette  recorders  range  from  $20  to  $40  for  low  cost  units  acceptable 
for  individualized  instruction. 

Cartridges  for  these  units  require  loading  and  treating.  Cost  for 
these  cartridges  are  from  $6.60  to  $9.95  per  cartridge  with  a  minimum  of 
$4  for  treating  and  $1.50  to  $3  for  loading. 

To  provide  sound  wi;h  a  silent  cartridge  film,  there  are  several 
methods  to  synchronize  a  tape  recorder  adn  projector.    Bell  and  Howell  has 
a  cassette  recorder  (Model  45- -price  $99.95)  which  can  be  used  to  coordin- 
ate with  a  projector  to  produce  a  sound  movie  playback.    The  recorder  is 
electrically  connected  to  the  projector  and  cued  on  the  cassette  tape  when 
to  start  and  stop  the  film. 
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Film  Laboratories  Providing  Film  Reduction  and  Duplication  Services 

Cinema  Corporation  v  , 

3415  North  Broadway 
Houston,  Texas 

Superior  Film  Industries 
354  West  Cherry 
Burbank,  California 

Snith  Film  Laboratory  t 
2704  West  Howard  Street 
Memphis,  Tennessee 

Consolidated  Films 
1104  Johnson  Road 
Kansas  City,  Missouri 

Thomas  Productions,  Inc. 
665  Lincoln 
Chicago,  Illinois 
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Document  F 


Excerpts  from" the"  catalog  of  Century  Studios,  Inc. .  Chic^o,  Illinois, 
"Dealers  in  complete  lines  of  photographic  equipment,  supplies,  and 
services.  .  .Specialists  in  educational  needs.  .  .   


Supplies  section 


•     •  • 


Reel  of  16  mm  color  film,  100  feet  *  9-00 

Reel  of  8  mm  color  film,  100  feet 
400  watt  .replacement  bulb 
Equipment  section.  .  . 

Lighting  tripod,  adjustable,  with  height  adjustment 

Splicing  kit,  16  mm  splicer,  with  supplies 

Splicing  kit,  8  mm  splicer,  with  supplies 

Splicing  kit,  replacement  supplies,  8  or  16  mm 

Banzai  8  mm  movie  camera,  with  F?Jle^^?f.?rt^1^ 
adjustable  speed,  manual  override,  built-in  light  meter 

Educational  services.  .  . 
Reduction  of  16  mm  to  8  mm 

Preparation  of  film  loop  cartridges  (8  mm)  including  6/min. 
cartridge,  loading  and  treating,  per  cartridge 

Duplication  of  8  mm  film 


2.50 
5.00 

24.00 
18.00 
18.00 
7.00 

225.00 
$26/min. 
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Document  G 


Cover  letter  from  Mrs.  Pat  Beckley,  Chairman  of  the  gjv^"116^.^:. 
ucation  Committee,  to  Miss  Madeleine  Conners  of  the  Project  Management 
Office,  submitting«tte  preliminary  diaft  of  the  proposal.   


Wayson  Middle  School 
July  20,  1970 


Miss  Madeleine  Conners 
Project  Management  Office 
^Armitage  City  Schools 
Armitage,  New  Hopewell 

Dear  Miss  Conners: 

Enclosed  is  a  preliminary  draft  of  the  proposal^  producing  film ^loops 
in  environmental  education.    It  is  my  understanding  that  this  is  to  be 
reviewed  by  your  office  for  its  adherence  to  proper  project  management 
techniques. 

I  realize  that  it  probably  has  a  number  of  places  for  improvement  and 
therefore  await  your  advice  for  improving  it.   However,  I  do  ask  that 
it  be  returned  in  ten  days  since  we  must  have  time  to  rewrite  it  before 
the  August  20  submission  deadline.  * 

Sincerely, 


Pat  Beckley 

PB/sf 
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PROJECTS  TO  ADVANCE  CREATIVITY  IN  EDUCATION 


Title  Ill—Elementary  and  Secondary  Education  Act  as  Amended 


Development  and  Production  of  Single  Concept  Film 
Loops  for  Dissemination  of  Environmental  Education. 
Information  to  Youth  in  the  Middle  School 


Submitted  by 

Armitage  City  Schools 
Armitage,   New  Hopewell 
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STATEMENT  OF  THE  PROBLEM 

It  is  generally  agreed  that  there  is  a  current  necessity  for  increas- 
ing students'  awareness  of  their  environment  and  its  quality  and  the  methods 
by  which  it  may  be  improved  and  preserved.   Current  methods  of  providing 
information  in  environmental  education  through  conventional  textbooks,  16 
mm  films,  and  other  means  are  largely  suited  for  large  groups  and  class- 
room situations.    During  the  past  school  year,  this  school  district  has 
devised  and  tried  a  pilot  program  of  environmental  education  in  two  of  its 
middle  schools.    It  was  found  that  conventional  texts  and  films  were  useful 
with  large  group  instruction  situations  but^materials  usable  in  small  group 
instruction  and  by  students  studying  individually  in  the  schools'  Instruc- 
tional Materials  Center  were  sorely  lacking  in  both  quantity  and  quality. 
It  would  appear  that  environmental  education  information  could  be  more 
readily  acquired  if  methods  or  techniques  can  be  devised  to  permit  indi- 
vidualized instruction.    Since  audio-visual  authorities  consider  the  8  mm 
film  loop  a  neglected  but  effective  learning  tool ,  the  investigators  believe 
that  the  development  of  8  mm  single  concept  film  loops  of  selected  topics 
in  environmental  education  should  provide  a  means  for  individualized 

instruction  in  this  area. 

The  specific  problem  is  to  develop,  produce  and  field  test  8  mm  film 
loops  of  selected  topics  in  environmental  education. 
REVIEW  OF  RESEARCH 

The  review  of  the  literature  indicates  the  urgent  need  to  provide 
information  about  the  use,  improvement,  and  preservation  of  the  environment 
for  individuals  of  all  ages.    It  is  particularly  important  to  provide  such 
information  to  those  who  are  at  an  age  when  they  are  forming  values  and 
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attitudes  about  the  conduct  of  their  life  and  when  they  are  becoming 
increasingly  aware  of  the  world  around  them  outside  the  school. 

There  is  little  doubt  as  to  the  efficacy  of  the  use  of  audio-visuals 
as  a  means  of  imparting  information  for  instructional  purposes.  Evidence 
of  this  was  the  emphasis  placed  on  the  use  of  films  in  the  schools  in  the 
early  thirties  and  the  lavish  use  of  films  by  the  armed  services  in  World 
War  II.   These  films  are  much  longer  than  the  film  loops  projected  for 
this  project.    The  use  of  the  8  mm  single  concept  film  loops  is  a  rela- 
tively  recent  development  in  education  instruction  and  its  potential  for 
use  in  the  area  of  environmental  education  has  not  yet  been  thoroughly 
investigated. 

Since  1962  the  literature  is  replete  with  numerous  articles  on  the 
8  mm  film  cartridge  as  a  teaching  tool.    The  8  mm  film  avoids  the  need  to 
stop  a  longer  film  in  order  to  transmit  concepts  (Ingraham,  1966) ,  enables 
the  child  to  study  what  he  wants  when  and  where  he  wants  (Finn,  1962) ,  and 
enables  students  to  ^'think  visually."   Other  advantages  of  the  8  mm  film 
loops  are  said  to  be  low  cost  of  production  (Brown,  1964;  Evans,  1966; 
Gaffney,  1962;  Miller,  1965)  and  the  immediate  accessability  to  both  student 
and  teacher  as  opposed  to  the  difficulties  of  obtaining  the  longer  16  mm 
films  (Williams,  1964;  Miller,  1965;  Forsdale,  1962).    The  production  of 
8  mm  film  loops  may  be  accomplished  in  two  ways.    They  may  be  produced 
directly  as  8.  mm  color  films  or  in  16  mm  and  then  reduced  to  8  mm. 

The  direct  production  of  8  mm  films  costs  less  but  lacks  in  clarity 
and  quality.  The  use  of  16  mm  and  subsequent  reduction  enables  prints  to 
be  made  from  the  original  and  results  in  more  acceptable  technical  quality. 

Personal  correspondence  with  audio-visual  personnel  supports  the 
theory  of  the  investigators  that  8  mm  film  loops  to  portray  selected  topics 
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in  environmental  education  should  be  carefully  planned  and  professionally 
produced,  and  of  no  longer  duration  than  three  to  four  minutes.   They  con- 
clude that  the  best  approach  in  a  complex  problem  is  to  utilize  taiowledge- 
able  consultants,  and  reduce  the  film  from  16  mm  film.    Numerous  articles 
are  also  available  on  methods  of  producing  the  film  loops,  but  those  which 
are  most  complete  are  the  Production  and  Use  of  Single  Concept  Films  in 
Physics  Teaching,  Movies  With  a  Purpose,  Guidelines  to  Preparation  and 
Evaluation  of  Occupational  Films ,  and  Planning  and  Producing  Audio-Visual 
Materials. 

There  is  abundant  research  to  indicate  that  individualized  educational 
techniques  can  enable  students  to  learn  more  in  a  shorter  period  of  time. 

The  8  mm  film  loop  was  found  to  be  effective  in  the  review  of  instruc- 
tion and  for  experimentation  (Schofield,  1966).    The  advantages  of  the  film 
lpop,  locally  produced  are  suggested  by  Brown  (1964),  Finn  and  Rosengreen 
'  (1962),  and  Miller  (1967),  who  cite  low  cost,  substitution  for  field  trips, 
and  convenience  of  use. 

The  need  for  the  production  of  8  mm  environmental  education  films  is 
highlighted  by  a  review  of  the  catalogs  of  audio-visual  materials.  Although 
there  are  over  3,000  current  titles,  only  two  references  were  located  which 
were'  concerned  with  the  use  of  motion  pictures  to  provide  information  on 
environmental  problems  (Hill  and  Black,  1963). 

With  the  exception  of  the  report  of  Louis  Forsdale,  "Eight  Millimeter 
Film  in  Education,  Its  Emerging  Role,"  which  substantiates  the  belief  of  ' 
the  investigators  in  the  importance  of  this  media,  a  review  of  Research ,'in 
Education  produced  no  additional  information  of  specific  pertinence  to  the 
study. 
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In  the  absence  of  xesearch  or  literature  thus  far  reviewed  ty  the 
investigators  which  identifies  the  availability  of  8  m  loops  in  the  area 
of  environmental  information  *and  the  suggested  validity  of  this  method  as 
an  instructional  technique,  it  would  appear  that  research  on  the  develop- 

i  •  ■  # 

ment  and  testing  of  such  films  is  well  warranted.  / 

r 
i 

OBJECTIVES  OF  THE  STUDY 

1.  To  identify  a  series  of  topics  in  environmental  education  rele- 
vant to  the  use,  improvement,  and  presentation  of  environmental  resources. 

2.  To  develop  and  produce  a  limited  nunber  of  8  urn  single  concept 
film  loops  that  describe  environmental  issues  and  problems. 

3.  To  develop  instructional  materials  which  will  serve  as  a  guide 
for  the  use  of  the  films  in  providing  environmental  education  for  groups 
and  individual  instruction. 

4.  To  evaluate  the  completed  films  and  instructional  materials  for 
accuracy  of  content  and  use  as  an  instructional  media  by  a  coumittee  of 
audio-visual,  environmental,  and  educational  consultants. 

5.  To  provide  information  relative  to  the  developmental  procedures 
and  costs  involved  in  the  production^  8  mm  environmental  information 
film  loops  for  facilitation  of  further  research. 

6.  To  provide  recommendations  for  the  duplication  and. dissemination 
of  the  8  mm  film  loops  and  instructional  materials  for  subsequent  statewide 
evaluation  in  selected  environmental  education  courses.  , 

DESCRIPTION  OF  ACTIVITIES 
Step  1.    Review  the  literature  and  research  relating  to  the  use  of 
films  as  instructional  media.    This  will  be  done  to  identify  the  general 
effectiveness  of  audio-visual  media  as  an  instructional  technique  and  the 
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existence  of  such  media  of  any  type  specifically  designed  for  the  dissemi- 
nation of  environmental  information. 

i  Step '2.    Investigate  the  development,  production  and  utilization  of 

8  ™  single  concept  film  loops.  This  should  result  in  the  selection  of 
the  most  appropriate  techniques  pertinent  to  completi-m  of  the  project. 

Step  3.    Identify  a  sequence  of  related  topics  in  the  use,  improve- 
ment, and  preservation  of  natural  resources  which  will  be  important  to 
responsible  living.   This  will  be  accomplished^  review  of  *he  literature 
on  environnsntal  problems,  review  of  projection  of  future  needs  and  prob- 
lems on  the  local  and  national  level,  and  the  suggestions  r.i  university 

and  government  consultants. 

Step  4.    Review  the  information  from  literature  and^nsultants  wit! 
writers  who  will  develop  the  script  for  production  of  tp^lm  loops. 

Step  5.    Provide  the  scripts  to  consultants  for  Review  of  accuracy  ' 
of  topic  description  and  inclusion  of  necessary  information. 

Step  6.    Prepare  a  filming  schedule  and  produce  16  mm  color  films  of 
selected  topics.    Edit  the  films  and  reduce  to  8  mm  single  concept  film 
cartridges.  Narration  and  background  sound  track  will  be  added. 

Step  7.    Develop  instructional  materials  as  a  guide  for  film  content 

and  use. 

Step  8.  Provide  film  cartridges  to  selected  audio-visual  and  teach- 
ing personnel  for  evaluation  of  environmental  information  materials. 

Step  9.  Analyze  information ^and  prepare  recommendations  for  further 

research. 

Step  10.    Submit  final  report. 
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USE  TO  BE  MADE  OF  FINDINGS 

1.  Information  relative  to  the  developmental  procedures  and  the 
costs  of  producing  8  mm  environmental  education  film  loops  will  be  avail- 
able for  dissemination  through  the  ERIC  information  system.  - 

2.  Recomuendations  for  the  statewide  evaluation  of  the  effectiveness 
of  film  loops  for  dissemination  of  environmental  education  information  com-^ 
pared  to  tteditional  methods  will  be  made. 

♦ 

VF.% "ONNEL  AND  FACILITIES 
Project  Director 

Pat  Beckley,  science  teacher  at  Wayson  Middle  School,  Armitage,  New 
Hopewell.    Received  a  B.S.  in  1963  from  Miskatonic  University  in  Education 
with  a  major  in  biology. and  har  taught  in  the  schools  of  Armitage  since 
that  time.    Pat  Beckley  has  served  in  the  past  year  as  chairman  of  the 
Environmental  Education  Committee  of  the  Armitage  City  School  system  and 
has  supervised .the  writing  of  objectives  and  content  of  the  pilot  program 
in  environmental. education.    Will  be  employed  half-time  on  the  project. 
Consultants 

Dr.  Joseph  Brown,  Professor  of  Zoology  at  Miskatonic  University.  Dr. 
Brown  has  been  active  in  various  conversationist  groups  and  has  published 
several  articles  on  the  need  for  conservation  education. 

Dr.  William  J.  Hanson,  Professor  and  Head,  Department  of  Science 
Education,  Miskatonic  University.    Dr.  Hanson  has  23  years  of  experience 
in  the  field  of  science  education. 

i 

Dr.  George  Netzel,  Professor  of  Audio-Visual  liducation,  Miskatonic 
University.    Dr.  '   ^zcl  has  had  extensive  experience  in  designing  and 
producing  instructional  materials. 
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Mr.' Arthur  Fries,  Agent  for  the  U.  $.  Forestry  Service. 

Mr.  Howard  Butler,  Chief,  Community  and  Industrial  Service  Section  \ 
and  in  charge  of  the  Regional  Office  of  the  Department  of  Conservation  and 
Development  of  the  state  of  New  Hopewell. 

*  ■ 

Typists  ' 

It  is  estimated  that  one  typist  will  be  needed  on  a  full-time  basis 

to  type  scripts,  guidelines,  etc. 

,  *  * 
Investigators/Writers  . 

Two  investigators  will  be  hired  to  research  the  literature  and  con- 
duct interviews  with  the  consultants  to  identify  topics  in  environmental 
education  that  will  be  filmed  and  to  analyze  the  use  of  the  film  loops  in 
instruction.   These  individuals  will  be  employed  quarter  time. 
Script  Writers 

Four  script  writers  will  be  employed  to  write  the  scripts  for  the 
film  loops  and  for  the  accompanying  instructions  and  guidelines.    Two  of 
them  may  be  the  investigators  just  described. 
Professional  Photographer 

A  professional  photographer  will  be  used  to  make  the  actual  films. 

Research  Assistant       '  * 

Miskatonic  University  has  agreed  to  provide  one  graduate  student  to 
act  as  an  assistant  to  the  project.    It  .has  done  this  on  previous  occasions 
on  other  projects  as  a  way  of  providing  a  practician  for  students  in  various 
areas.    Whether  or  not  such  a  student  is  hired  depends  on  the  availability 
of  a  student  with  an  interest  in  this  area. 
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Facilities 

Office  space  will  be  provided  in  a  room  in  Wayson  Middle  School. 
Films  will  be  taken  *  at  various  local  locations  including  the  local  marsh 
lands  and  river.    Films  will  be  edited  in  a  professional  studio. 
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Event  Identification 


1. 


2. 


4. 

5. 
6. 


Review  of  literature  and  research  relating  to  the 
use  of  films  as  an  instructional  media  completed* 

Investigating  the  development f  production  and  utili- 
zation of  8  mm  single  concept  film  loops  completed. 

Identifying  a  sequence  of  related  topics  in  environ- 
mental education  relevant  td  the  objectives  of  the 
environjnental  education  curriculum.  ' 

Conduct  interviews  with  consultants  in  environnpatal 
education. 

Reviewing  content  of  interviews  completed. 

Reviewing  the  scripts  for  securing  of  topic  description 
and  inclusion  of  necessary  topic  information  completed. 


ft 


7,    Preparing  filming  schedule  completed* 


8. 
9. 
10. 

11. 

12. 

13. 

14. 

15. 


Producing  16  mi  films  of  selected  topics  completed. 

Editing  16  mn  films  completed. 

Reproducing  the  16  mn  films  on  single  8  mm  films 
completed. 

Adding  the  narration  and  background  sound  track  to 

the  8  mm  films  and  placing  them  in  cartridges  completed. 

Developing  instructional  materials  for  each  film 
completed. 

Evaluating  completed  films  by  audio- visual  and  environ- 
mental experts. 

Analyzing  the  project  and  making  recommendations  for 
further  research  completed. 

Submitting  final  report  completed. 
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tives of  the  environmental 
education  curriculum. 
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PROJECT  COST  ESTIMATES 
Total  Project  Costs 


Personnel  Salaries 
Bnployee  Benefits 
Travel 

Supplies  and  Material 

Comnunications 

Services 

Duplic.  and  Repro. 
.  Statistical 

Testing 

Other 
Final  Report 
Equipment 
Trainee  Cost 
Institutional  Allowance 
Other  Direct 
Subtotal  Direct  Cost 
Indirect  Costs 
Total  Project  Costs 


$  4,000 
260 
300 
450 
50 

200 


3,000 
300 
360 


8,920 
1,080 
10,000 
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Phase  A--Planning  the  Project 
Document  I 


Letter  of  reoly  from  Madeleine  Conners  to  Pat  Beckley  attached  to  the 
£E VttT^lSSSS  draft  of  the  proposal  which  had  been  sent  to  the 
Project  Management  Office  for  review,  _  : — , — .  ^— 


To:   Mrs.  Pat  Beckley,  Chairman,  Environmental  Education  Committee 
From:MLss  Madeleine  Conners,  Director,  Project  Management  Off iceT^ 

Suhiect-  Needed  corrections  to  preliminary  draft  of  Proposal  "Development 
Subject.  of  Single  Concept  Film  Loops  for  Dissemination  of 

Environmental  Education  Information,  to  Youth  in  the  Middle  School 


Date:        July  25,  1970 


Several  staff  members  of  this  office  and  myself  have  reviewed  this  propo- 
saldraft  and  find  that  it  has  several  serious  shortcomings  which  will 
neiess?tatf  rewriting  portions  of  it    We  have  not  attempted  to  cri tie i£ 
the  rationale  for  the  project  itself  since  that  is  ^ jcope  of  wr 
competence.   The  criticisms  below  deal  with  the  management  aspects  ot  tne 
project  oniy. 

1    the  work  breakdown  structure  of  the  project  is  practically  non- 
existeni     ^Description  of  Activities"  which  you  give  is  not  adequate 
tor  p^inflhe  project  properly    It. I;  also  inaccurate  ^ that  it  does 
net  include  the  obvious  activity  of  writing  the  scripts .    You  need  to 
define  thelmissions,  tasks,  and  sub-tasks(  needed  to  reach  your  goal  of 
developing  I  and  producing  the  film  loops.    It  seems  to  the  staff  here  that 
your  pro^has  three  major  missions:    (1)  an  analysis  and  review  of  litera- 
ture Snfifms  and  environmental  topics,.  (2)  the  production  of  the  materials 
themselves  I  such  as  films,  additional  written  materials,  etc. ,  and    ( 3)  the 
Sation  Sd  analysis  of  the  final  product.    I  am  enclosing  a  copy  of  PMO 

Fom  1  Wbrk  Breakdown  Structure.  Please  use  this  form  to  complete  a  pioper 
K>rm     wor*  ar   k  ^        q£  £i         ^  ^  three  misslons 


structure, 
indicated. 


2.    Once  you  have  done  a  correct  work  breakdown  stxVctuTe»,y°uv^ 
construct  Hew  flow  chart  along  with  the  time  estimates  gvolved  Your 
present  flow  chart  has  a  number  of  errors  in  it.    In  addition,  your  cnart 
H  Z  evenforiented  chart  but  your  table  titled  "Work  PlanV  seen*  to  be 
activitv-okented.    Do  just  one  kind  of  chart.    A  copy  of  PMO  Form  2  Project 
SkFlL Partis  also3  enclosed.    Please  fo?  .ow  the  instructions  on  it  for 
making  a  new  flow  chart. 
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3.  Once  you  have  made,  a  work  breakdown  structure  and  a  work  flow 
chart  with  estimated  times,  complete  PM>  Form  3  Task  Event  Resource  Cal- 
endar for  the  tasks  you  listed  in  column  2  of  PMO  Form  1.   You  will  not 
include  this  cha#  in  your  final  rewritten  proposal  but  it  will  be  use- 
ful in  figuring  your  budget  and  will  give  me  some  idea  of  what  you  intend 
for  each  task. 

4,  Complete  a  revised  budget  for  your  project  using  the  FM)  Form 
6  Project  Budget.    "/  have  again  filled  in  a  few  items  but  leave  the  rest 

to  yo'u.  .      v.  f 

\ 

Please  complete  these  and  return  them  "to  me  as  soon  as  possible* 
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Phase  A- -Planning  the  Project 
Problem  Instructions 


ViAections :    The  page*  that  follow  contain  the  foms^  noted  In  the.  memo 
&iom  Mas  Madeleine  Connate,    you  now  nave.  the.  task  orf  completing  the 
foHtns  using  tlie  information  contained  in  the.  documents  in  Phase  A  and 
the  simulation  setting. 

AfiteA  you  have  lompleted  the  fofuns,  evaluate  youK  answeAS. 

Ifi  you  oac  peA  forming  the.  simulation  by  yousueZi,  tuAn  to  the  Phase  A 
Ciitique  and  Checklist  section  oA  the  Simula*.. I  m  Manual. 

Itf  you  oJie  miking  through,  the  problem  as  a  membeA  oi  a  team,  follow  the 
group  leader's  ins t Auctions  for.  evaluating  youn.  answeA. 

TuAn  the  page  and  begin  to  complete  the  forms.  
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Project  Work  Breakdown  Structure 

Project  Title:  


Tentative  Project  Dates:    From  To 

State  General  Objective  of  Project:   


Missions  Tasks  Sub-Tasks 

1.   Analysis  of 
the 

literature 


2 .  Developing 
and  produc- 
ing the  film 
loops 


3.  Evaluating 
the  final 
product 


9 

ERIC 


(m  Form  1) 
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lYoject  Work  Flow  Chart 
Project  Title:   "  


Direct  ions  for  completion:    PMO  Form  1  should  be  completed  first.  Using 
information  from  that  form,-  diagram  either  an  event  or  activity  oriented 
flow  chart.    The  chart  has  been  pre-numbered  by  week  for  a  period  of  one 
year.    If  the  project  is  intended  to  last  longer  than  one  year,  continue 
the  flow  chart  on  a  second  copy  of  this  form.    Indicate  the  dates  for 
each  week  below  the  week  numbers.    To  save  space,  you  may  indicate  events 
or  activities  by  nunfcers  on  the  flow  chart.    The  event  or  activity  asso- 
ciated with  each  number  should  be  listed  below.    Continue  on  the  back  if 
necessary. 

After  drawing  the  flow  chart,  assign  times  to  each  event  or  activity. 
Write  this  on  the  flow  chart  and  in  the  table  below.    Find  the  critical  •■ 
path  of  the  work  flow  and  emphasize  it  on  the  flow  chart  by  making  the 
path  in  a  bolder  or  colored  line.    Also  calculate  the  total  time  for  the 
critical  path  and  enter  it  in  the  tables    If  an  event  or  activity  is  on 
the  critical  path,  put  the  letters  "CP"  %o  the  left  of  the  activity  or 
event  numbers. 


Criti-    Event  or          Event  or  Activity  Description            Event  or 
cal  '   '  Activity                                                                Activity  Times 
Path?     Numbers                                                                in  Days/Weeks 
 .  (Indicate  one) 


(PMO  Form  2) 


Total  Critical  Path  Time? 
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Task -Event -Resource  Estimation  Calendar 

V 

Project.  Title:   


Anticipated  Dates:   

Directions  for  completon:    This  form  is  designed  to  assist  in  the  con- 
struction of  a  task- event -resource  calendar  for  a  project.    PMD  Form  1 
Work  Breakdown  Structure  should  have  been  previously  completed.  Based 
on  the  information  in  that  form,  indicate  the  personnel,  resources,  and 
services  needed  for  each  task  (from  column  2  of.  PMO  Form  1) .    You  may 
omit  the  project  manager  from  the  task  personnel  since  it  is  assumed  that 
he  is  involved  in  all  tasks. 

Task- Event- Resource  Calendar 


Sep.  Oct.  Nov.  Dec.  Jan.  Feb.  Mar.  Apr.  May  June  July  Aug. 
(PMO  Form  3)  
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Project  Budget 

Directions  for  completion:    Complete  the  various  actions  below  as  indi- 
cated,   standard  travel  and  per  diem  costs  according  to  school  board  poli< 
cies  have  been  entered.    Assign  costs  for  each  item  by  mission  and  place 
the  subtotal  for  each  item  in  the  "Project  Subtotal"  column..  Place  the  " 
salary  cost  for  the  project  director  in  this  latter  column  but  do  not 
place  any  salary  estimate  for  him  in  the  mission  columns,    le  sure  to 
assign  each  item  a  line  item  number. 


Line   Item  Description 

Item 

No. 


Mission 

2 


Item" 
Subtota 


• 


A. Direct  costs 


1. Personnel 


2 
3 
4 


a.  Project  Director,  P. 
Beckley  1/2  time  for 
12  mos.  @  7200/yr. 

b.  Investigators  (2)  1/4 
time  for  __mos.  @  7200/yr 

c.  Writers  (2)  1/4  time  for 
__mos.  @  7200/yr 

d.  Consultants  in  audio- 
visual techniques  v.1)  @ 
75/day  for   days 

e.  consultants  in  environ- 
mental education  (4)  $75/ 
day  for  days 

f .  Typist-clerical  assistant 
full-time  @  5400/yr  for 

mos . 


7 
8 


g.  Professional  photographer 
@  500/mo.  for   mos. 

h.  Graduate  student  assistant 
§  400/mo.  for  mos. 


9 

10 


PERSONNEL  SUBTOTAL 

2. Employee  Benefits  (101  of  all 
salaries) 


11 


BENEFITS  SUBTOTAL 


(PMO  Form  ») 
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Line    Item  Description 

Item 

No. 


1 


Mis*:  ion 


3 


Item 

Subtotal 


A. Direct  Costs  (cont/d) 


3.  Travel 


12 


a, Transportation  (Maxi 


mum  of  50/day  or  per 
trip) 


b.Per  diem  (25/day) 


TRAVEL  SUBTOTAL 
4. Supplies  and  Materials 


SUPPLIES  AND  MATERIALS  SUBTOTAL 
5. Services 


SERVICES  SUBTOTAL 
(PMO  Form  4  cont'd) 
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Line    Item  Description 

Item 

No. 


1 


Mission 
2 


3 


Item 

Subtotal 


A. Direct  Costs  (cont'd) 

6.  Filial  Report  production 
(Standard  Central  Dupli- 
cating costs,  3/copy) 

7 .  Equipment 


EQUIPMENT  SUBTOTAL 

SUBTOTAL  DIRECT  COSTS 

B. Indirect  Costs  (8%  of 
direct  costs) 

'  TOTAL  COSTS  (A  +  B) 


(PMO  Form'  4  cont'd) 
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STOP! 

Check-  your  responses  to  Phase  A  at  this  point  by 
referring  to  the  Critique  and  Checklist  section 
of  the  Simulation  Manual. 
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Simulation  Phase  B.    Preparing  the  Project 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 
Suite  1700,  1700  Market  Street 
Philadelphia,  Pennsylvania  19103 

May  1973 
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Phase  B- -Preparing  the  Project 


Introduction  to  Phase 


A.    This  booklet  contains  the  following  items.    Make  sure  that  each  item 
is  present  before  parting  to  work  through  the  phase. 


B.  EQUIPMENT  NEEDED 

paper 
penci Is 

drawing  equipment  for  charts 
manual  for  checking  responses 

C.  TIME  REQUIRED.    It  will  take  approximately  40  minutes  to  read  the 
documents  and  problems,  and  about  1  to  1  1/2  hours  to  develop 
solutions. 


Page 


Introduction  to  phase  .  .  . 
Overview  and  objective  .  . 
Abstract  and  documents  list 
Initial  instructions.  .  .  . 

Documents   

Problem  instructions.  .  .  . 
Problem  worksheets  


B.l 

B.2 

B.3 

B,4 

B.5 

B.22 

B.23 
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Phase  B-- Preparing  the  Project 
Overview  and  Objectives 

OVliRVII-W 

Phase  A  of  the  simulation  dealt  with  activities  involved  in  the 
planning  of  a  project.    Activities  included  devising  a  work  breakdown 
structure  and  work  flow,  securing  time  estimates,  establishing  a  task- 
event-  resource  calendar,  and  deriving  a  budget.  \ 

Phase  B  begins  with  an  assumption  that  the  final  version  of  the, 
proposal  has  been  submitted  and  funded.    It  is  now  necessary  to  conduct 
implementation  and  gear-up  activities  such  as  hiring  personnel;  delineat 
ing  organizational  structure  and  responsibilities;  designing  a  reporting 
system;  and  specifying  needs  for  equipment  and  materials;  securing  space 
and  establishing  the  project  information  system. 

OBJECTIVE 

The  general  objective  of  this  phase  is  to  have  the  student  pull 
together  the  many  diverse  but  necessary  activities  which  follow  as  a 
result  of  a  project  proposal  being  funded.    While  they  can  be  thought 
of  as  discrete  activities,  the  many  tasks  have  strong  inter- relationships 
as  one  initiates  a  project  effort. 
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I 'base  B-- Preparing  the  Project 
Abstract  and  documents  List  1 
ABSTRACT  . 

A  final  revised  version  of  the  proposal  has  been  submitted  to  the 
New  Hopewell  State  Department  of  Education  and  approved  for  funding.  Upon 
the  approval  of  the  proposal  for  funding,  certain  actions  need  to  be  taken 
to  implement  the  project.    Madeleine  Conners  writes  to  you  as  the  project 
director  requesting  information  concerning  the  hiring  of  personnel,  the 
establishment  of  a  project  information  reporting  system,  the  space  and 
facilities  needs  of  the  project,  and  other  items  of  information  so  the 
Project  Management  Office  can  provide  adequate  support  to  the  project. 
Your  task  is  to  respond  to  Madeleine  Conners'  memo. 

DOCUMENTS  LIST 

The  following  documents  are  included  in  this  phase  in  the  order 
indicated: 

A.  A  revised  version  of  the  proposal  submitted  to  the  New  Hopewell 
State  Department  of  Education. 

B.  A  letter  from  Charles  Greymont  of  the  Division  of  Research, 
Planning,  and  Development  of  the  New  Hopewell  State  Department  of  Education 
approving  the  proposal  for  funding. 

C.  A  letter  from  Madeleine  Conners  to  Pat  Beckley  requesting 
project  start-up  information  (including  forms  for  responding). 
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Phase  B- -Preparing  the  Project 
Initial  Instructions 


Vitiectionh :  Head  the  documents  on  the  fallowing  page*.  Be  particularly 
canefiul  to  study  the  nevi*ed  version  oft  the  pnopoi>al  included  hene.  It 
i&  this  pnoposal  which  will  fae  used  ion.  the  nemainden  oi  the  simulation 
It  it>  not  intended  to  fae  a  "night  answer"  to  the  problems  posed  in  Phaie  A  ^ 
A  non  it>  it  intended  to  be  a  "modeJt  proposal"  hoi  -a  pnoject.  Some  enronJ^^J 
have.  purposely  been  built-in  to  provide,  a  basis  fan  further  activities 
in  the  simulation.  Ifa  you  have  had  experience  in  pnoposal  uniting,  it  is 
likety  you  will  di&agnee  with,  some  oi  tke.  ways  in  which  the  pnoposal  was 
handled. 
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Document  A 


The  following  pages  contain  the  text  of  the  proposal  which  was 
submitted  for  consideration  for  funding.   The  project  is  designed  to 

*       **  • 
• i .  *..*»*■ 

run  from  September  1,  1970  to  August  31,  1971,  and  requests  a  funding 
of  $27,496. 
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PROJECTS  TO  ADVANCE  CREATIVITY  IN  EDUCATION 


Title  III- -Elementary  and  Secondary  Education  Act  as  Amended 


Development  and  Production  of  Single   Concept  Film 
Loops  for  Dissemination  of  Environmental  Education 
Information  to  Youth  in  the  Middle  School 


Submitted  by 

Armitage  City  Schools 
Armitage,    New  Hopewell 


August>1970 
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A.  STATEMENT  OF  THE  PROBLEM 

It  is  generally  agreed  that  information  about  the  use,  -restoration, 
and  preservation  of  our  environment  has  become  an  important  topic  in  the 
education  of  young  people.    Current  methods  of  providing  this  information 
through  printed  materials,  16  mm  films,  records  and  slide  projectors  are 
appropriate  for  large  groups  and  classroom  situations.    It  would  appear 
that  environmental  education  information  could  be  more  readily  acquired 
if  methods  or  techniques  can  be  devised  to  permit  individualized  instruc- 
tion.   Since  audio-visual  authorities  consider  the  8  mn  film  loop  a  neg- 
lected but  effective  learning  tool,  the  investigators  believe  that  the 
development  of  8  mm  single  concept  film  loops  of  selected  topics  in 
environmental  education  sho  lid  provide  a  means  for  individualized  instruc- 
tion in  this  area. 

.  The  general  problem  is  to  develop,  produce  and  field  test  8  mm  film 
loops  of  selected  topics  in  environmental  education. 

B.  REVIEW  OF  RESEARCH 

The  review  of  the  literature  identifies  the  urgent  need  to  provide 
information  about  the  use,  restoration,  and  preservation  of  our  environ- 
ment.   The  root  of  the  environmental  problem  lies  buried  in  complex  and 
fundamental  cultural  and  socio-cultural  values  that  are  transmitted  in 
part  to  children  through  their  public  education  experience.  Environmental 
education  in  the  middle  school  reaches  students  at  a  time  when  they  are 
forming  values  for  their  lives  and  reaching  out  to  a  larger  outside  world. 

There  is  little  doubt  as  to  the    efficacy  of  the  use  of  audio- 
visuals  as  a  means  of  imparting  information  for  instructional  purposes. 

*  * 
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Evidence  of  this  was  the  emphasis  placed  on  the  use  of  films  in  che 
schools  in  the  early  thirties  and  the  lavish  use  of  films  by  the  armed 
services  in  World  War  II.    Films  are  widely  used  in  classrooms  around 
the  world  today.    These  films  are  much  longer  than  the  film  loops  pro- 
jected for  this  project.    The  use  of  the  8  mm  single  concept  film  loop 
is  a  relatively  recent  development  in  educational  instruction  and  its 
potential  for  use  in  the  area  of  environmental  education  has  not  yet 
been  thoroughly  investigated.  *  \ 

Since  1962  the  literature  is  replete  wi+h  numerous  articles  on  the 
8  mm  film  cartridge  as  a  teaching  tool.    The  8  mm  film  avoids  the  need  to 
stop  a  longer  film  in  order  to  transmit  concepts  (Ingraham,  1966) ,  enables 
the  child  to  study  what  he  wants  when  and  where  he  wants  (Finn,  196£) ,  and 
enables  students  to  "think  visually."   Other  advantages  of  the  8  mm  film 
loops  are  said  to  be  low  cost  of  production  (Brown,  1964;  Evans,  1966; 
Gaffney,  1962;  Miller,  1965)  and  the,  immediate  accessability  to  both  student 
and  teacher  as  opposed  to  the' difficulties  of  obtaining  the  longer  16  nm 
films  (Williams,  1964;  Miller,  1965;  Forsdale,  1962).    The  production  of  8 
mm  film  loops  may  be  accomplished  in  tvro  ways.    They  may  be  produced  directly 
as  8  mm  color  films  or  in  16  mm  and  then  reduced  to  8  mm. 

The  direct  production  of  8  mm  films  costs  less  but  lacks  in  clarity 
and  quality.    The  use  of  16  mm  and  subsequent  reduction  enables  prints  to  be 
made  irom  the  original  and  results  in  the  technical  quality  which  is  sug- 
gested by  experts  in  the  field. 

Personal  correspondence  with  audio-visual  personnel  supports  the 
theory  of  the  investigators  that  8  nm  film  loops  to  present  topics  in 
environmental  education  should  be  carefully  planned  and  professionally 

ERjC 


Simulation 

Phase  B  B.9 

produced,  and  of  no.  longer  than  three  to  four  minutes.   The  investigators 
have  concluded  that  the  best  approach  in  a  complex  problem  is  to  utilize 
knowledgeable  consultants,  and  reduce  the  film  from  16  mm  film.  Numerous 
articles  are  also  available. on  methods  of  producing  the  film  loops,  but 

those*  which  are  most  complete  ate  the  Production  and  Use  of  Single  Concept 

/  _      "  1   •  -   

Films  in  Physics  Teaching.  Movies  with  a  Purpose,  Guidelines  to  Prepara- 
tion  and  Evaluation  of  Occupational  Films,  and  Planning  and  Producing 
Audio -Visual  Material,  f  „  ' 

There  is  abundant  research  to  indicate  that  individualized  educational 
techniques  can  enable  students-  to  learn  more  in  a  shorter  period  of  time. 
The  8  mm  film  loop  was  found  to  be  effective  in  the  review  of  instruction 
and  for  experimentation  (Schofield,  1966).    The  advantages  of  the  film  loop, 
locally  produced  are  suggested  by  Brown  (1964) ,  Finn  and  Rosengreen  (1962) , 
and  Miller  (1967),  who  cite  low  cost,  substitution  for  field  trips,  and 
convenience  of  use. 

The  need  for  the  production  of  8  mm  environmental  education  films  is 
highlighted  by  a  review  of  the  catalogs  of  audio-visual  materials.  Although 
there  are  over  3,000  current  titles,  only  two  references  were  located  which 
were  concerned  with  the  use  of  motion  pictures  in  specific  topics  of  envi- 
ronmental education. 

With  the  exception  of  the  report  of  Louis  Forsdale,  "Eight  Millimeter 
Film  in  Education,  Its  Emerging  Role,"  which  substantiates  the  belief  of 
the  investigators  in  the  importance  of  this  media,  a  review  of  Reseirch  in 
Education  produced  no  additional  information  of  specific  pertinence  to  the 
study. 

In  the  absence  of  research  or  literature  thus  far  reviewed  by  the 
investigators  which  identifies  the  availability  of  8  mm  loops  in  the  area 
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of  environmental  education  and  the  suggested  validity  of  this  method  as 
an  instructional  technique,  it  would  appear  that  research  on  the  develop- 
ment and  production  of  such  films  is  well  warranted. 
C.    SPECIFIC  OBJECTIVES  OF  THE  STUDY 

1.  To  contribute  to  the  use,  improvement  and  preservation  of  envi- 
ronmental resources  by  identifying  a  series  of  topic:.   Levant  to  environ- 
mental education. 

2.  To  produce  instructional  materials  on  environmental  issues  and 
problems  by  producing  a  limited  number  of  8  mm  single  concept  film  loops 
on  these  topics. 

3.  To  provide  guidance  to  groups  and  individuals  studying  environ- 
mental education  by  developing  instructional  materials  to  accompany  the 
film  loops. 

I 

4.  To  produce  an  evaluation  of  the  completed  films  and  instructional 
materials  by  submitting  them  to  a  committee  of  audio- visual,  environmental, 
and  educational  consultants. 

5.  To  facilitate  further  research  in  the  production  and  use  of  8  mm 
film  loops  by  providing  information  relevant  to  development  procedures, 
costs,  etc. 

6.  To  produce  recommendations  for  the  duplication  and  dissemination 
of  $  mm  film  loops  and  instructional  materials  throughout  the  state. 
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C    WORK  BREAKDOWN  STRUCTURE 


In  accomplishing  the  objective  of  this  project,  the  following  mis- 
sions,  tasks,  and  sub- tasks  will  be  completed: 


Missions 

Tasks 

Sub-Tasks 

1.00  Review  and 
Analyze  the 
Literature. 

1.10  Review  and  analyze 
literature  on  environ- 
mental education. 

1.20  Review  and  t-*»alyze 
literature  on  develop- 
ment and  utilization  of 
film  loops  for  instruc- 
tion. 

1.21  Review  and  analyze 

%  literature  on  use  of  films 
in  instruction. 

1.22  Review  and  analyze 
literature  on  development 
and  utilization  of  8  mm 
film  loops 

2.00  Produce 

Instructional 

Materials 

2.10  Produce  scripts 
to  accompany  film 
loops. 

2.11  Identify  content  areas 
to  be  included  in  the  scripts. 

2.12  Synthesize  content  in 
the  selected  areas. 

2.13  Write  scripts. 

2.14  Revise  scripts. 

2.20  Produce  film 
loops. 

2.21  Prepare  filming  schedule. 

9    99   Pvrsrli  m&    1  A  mm  -P-tlmo 

rxouuee  io  jinn  iijjtis 

2.23  Edit  16  nm  films. 

2.24  Reproduce  16  mm  films 
on  8  ran. 

2.25  Add  narration  and  back- 
.  ground  sound  to  8  ran. 

2.30  Develop  guides  for 
use  of  the  film  loops. 

(continued  on  next  page) 
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Missions 

Tasks 

Sub-Tasks 

3.00  Evaluate 
and  disseminate 
the  results  of  ' 
the  project. 

3.10  Evaluate  project 
efforts . 

• 

3.11  Plan  field  test. 

3.12  Develop  evaluation 
plan  and  instruments. 

3.13  Conduct  field  test 
and  administer  evaluation 
:  instrument. 

.  j.  14  analyze  ana  syfrcne- 
size  evaluation  data. 

3.20  Write  project 
final  report. 

6'9-j 


c 


Bold  lint  indicates  critical  path 


Weeks 


1 1 1 1 1  1 1 1 1 1  1 1 1 1 1 


Dates      8/30/70  9/28/70 


10/26/70  11/23/70 


12/21/70      1/18/71        2/15/71       3/15/71       4/12/71  6/10/71 
Work  Flow  Evtnt  Numbtrs  and  Activity  Descriptions 


6/7/71 


7/8/71 


8/2/71 


8/30/71 


EVENTS  NOS.  ACTIVITY  DESCRIPTION 

1-2  Review  and  analyze  literature  on  environmental  education 

1-3  Review  and  analyze  literature  on  uae  of  films  in  instruction 

1-  4  Review  and  analyze  literature  on  8  mm  film  loops 

2-  6  Identify  content  areas  to  be  in  scripts 

5- 6  Synthesize  content  in  the  selected  areas 

6-  7  Write  scripts 

7-  6  Revise  scripts 

8-  6  Prepare  filjn  schedule 

9-  1 1  Produce  1 6  mm  films 


EVENTS  NOS. 

9-10 
10-16 

15-  16 
14-16 

12-  13 

13-  16 

16-  17 

17-  18 

18-  19 


ACTIVITY  DESCRIPTION 
Edit  16  mm  films 

Reproduce  16  mm  films  on  8  mm  film 
Make  cassette  tapes 
Develop  guides  for  use  of  film  loops 
Plan  field  test 

Develop  evaluation  plans  end  instruments 

Conduct  field  test  and  administer  evaluation  instruments 

Analyze  end  synthesize  evaluation  data 

Write  final  report 
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F.  BUDGET 


Line    Item  Description 

Item 

No. 


Mission 
1  2 


Project 
Sdb  totals 


8 
9 

10 
11 


A. Direct  Costs 
1. Personnel 

a.  Project  Director- 
P.  Beckley  1/2 
time  for  12  mos. 

8  7200/yr 

b.  Investigators  (2)  1/4 
time  for  12  mos.  @ 

7200/yr  600  1,125 

c.  Writers  (2)  1/4  time 

for  4  mos.  §  7200/vr  1,200 

d.  Consultants  in  audio- 
visual techniques  (1) 

4  days  @  75/day  75  225 

e.  Consultants  in  envir- 
onmental education 
(4)  2  days  @  75/day 


f.  Typist- clerical  as- 
sistant (1)  full-time 
12  mos.  @  5400/yr 

g.  Professional  photog- 
rapher (1)  4  mos.  @ 
500/mo. 

h.  Graduate  research 
student  assistant 
(1)  7  mos.  §  400/mo. 


75 


900 


75 


2,250 


2,000 


800  .2,000 


PERSONNEL  SUBTOTAL  2,450  8,875 

2. Employee  Benefits  (10% 

of  all  salaries)  245  887.50 

BENEFITS  SUBTOTAL  245  887.50 


1,875 


$  3,600 

3,600 
1,200 

300 


150 


2,250  5,400 


2,000 


2,800 


4,125  19,050 

412.50  1,905 
412.50  1,905 
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Mission 

.2 


B.15 


"Project 
Subtotals 


Line 
Item 
No. 


Item  Description 


3.  Travel      *.  • 

a.  Transportation 

12  (1)  Consultant  travel,  6 
trips  8  50/trip  100 

13  (2)  Regional  travel  to 
identify  filming  sites, 
4  days  §  50/day 

b.  Per  diem  \ 

14  (1)  6  consultant  days 

8  2S/day  50 

15  (2)  2  people,  4  days 

each,  8  25/day   

16  TRAVEL  SUBTOTAL  150 

4.  Supplies  and  Materials 

17  %     a.  1,6  mm  films ,  20  100 

ft.  reels  8  9/100  ft. 

18  b. Replacement  bulbs,  5 
6  5 /each 

19  c. General  office  supplies  100 

20  d.  Reference  texts",  Micro- 
fiche purchase,  10  8  5/ 
microfiche  50 

21  SUPPLIES  AND  MATERIALS 

SUBTOTAL  150 

5. Services 

22  a.    Photo  services 
(reduction,  duplica- 
tion, loading,  and 
treating) 

23  b.    Xeroxing  services, 

500  copies  8  10<fr/copy  _S0_ 

24  SERVICES  SUBTOTAL  50 

25  6. Final  Report  Production 

(Standard  School  Central 
Duplicating  Costs,  30 
copies  8  3/copy) 


200 
200 

100 

200 
7Q0 

180 

25 
100 


305 


3000 


3000 


200 


200 


300 

.200 

ISO 
200 
850 

180 

25 
40d 

50 
655 


3000 

50 
3050 


90 


90 
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Line    Item  Description  »         Mission  Project 

Item                               *  1             2  3  Subtotals 

No.  •  

26  7. Equipment- -lighting 

tripod                                           J!4   ,  _24 

27  EQUIPMENT  SUBTOTAL  24  24 

28  SUBTOTAL  DIRECT  COSTS  3,045     13,  26.50  4,827.50  25,459 

29  B. Indirect  Costs,  8  %  of 

Direct  Costs  2.037 

30  TOTAL  COSTS              *  $27,496 
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Document  B 


Letter  from  Mr.  Charles  Greymont,  Director,  Division  of  Research,  Plan- 
ning and  Development  of  the  New  Hopewell  State  Department  of  Education 
to  Mrs.  Pat  Beckley,  dated  August  15,  1970. 


r 

August  15,  1970 


Pat  Beckley,  Project  Director 
Armitage  City  Schools 
Armitage,  New  Hopewell 


RE:    Title  III,  "ESEA*  Project  Application: 
.  "Development  and  Production  of  Single 
Concept  Film  Loops  for  Dissemination  of 
Environmental  Education  Information  to 
Youth  in  the  Middle  School." 

Your  project  application  identified  above  has  been  reviewed  by  a  Panel 
of  facperts.  Ratings  and  comments  have  been  composited  by  the  Division 
ot  Research,  Planning  and  Development  and  presented  to  the  Title  III  . 
mendationsS01y  Council  who'  in  turn'  have  mde  their  reviews  and  recom- 

» 

After  careful  consideration,  the  above  project  has  been  recommended  for 
approval  pending  negotiation  of  program  and  budgetary  elements.  You 
will  be  contacted  in  the  near  future  by  this  office  to  set  up  a  mutually 
satisfactory  time  and  place  for  the  negotiation  of  this  project. 

Yours  very  truly, 

Charles  Greymont 
Division  of  Research,  Planning 
and  Development 

CAG/sf 

cc  to:    Dr.  Stephen  Ford,  Superintendent 
Miss  Madeleine  Conners,  Director, 
Project  Management  Office  ' 
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Document  C 


Memo  from  Madeleine  Conners,  Director i  Project  Management  Office,  to 
Pat  Beck ley.   


To:  Mrs.   Pat  Beckley,  Chairman,  Environmental  Education  Committee 
From: Miss  Madeleine  Conners,  Director,  Project  Management  Office^* 
Subject:    Environmental  Education  Film  Loop  Project 
Date:        August  7,  1970 

We  have  received  word  that  the  project  titled  "Development  and  Production 
of  Single  Concept  Film  Loops  for  Dissemination  of  Environmental  Education 
Information  to  Youth  in'  the  Middle  School,"  has  been  approved  for  funding. 
In  order  to  provide  assistance  to  you  in  starting  this  project  by  its 
start  date  of  September  1,  1970,  we  will  require  certain  information  con- 
cerning personnel  requirements,  facilities  needs,  etc. 

Also,  in  order  to  assist  you    regarding    the  organization  of  your  project 
personnel  and  to  provide  records  for  our  information,  we  are  asking  that 
you  supply  us  with  a  management  responsibility  guide  and  an  outline  of 
your  reporting  system.    These  are  kept  on  file  to  show  the  history  of  your 
project  and  give  guidance  to  others  who  will  be  conducting  projects  in  the 
future.    It  will  also  let  us  know  where  you  might  need  help  in  managing 
your  project. 

The  following  fornts  are  to  be  completed,  and  returned  to  my  *>f f ice  as  soon 
as  possible.  * 

1.  Job  Description  (PMO  Form  16).    Please  submit  this  job  description 
form  for  the  positions  of  investigator /writer  and  writer  as  named  in 
your  project.    Such  forms  are  not  necessary  for  other  personnel  of 
the  project. 

2.  Equipment  and  Facilities  Needs  (FMO  Form  23).    Please  show  on  this 
form  what  facilities  and  equipment  you  will  need  which  was.  not  listed 
in  your  budget  and  which  will  be  supplied  by  the  school  system.  This 
includes  office  space  (suggest  a  possible  location),  desks,  filing 
cabinets,  and  such  other  equipment  which  might  be  reasonably  supplied 
from  school  system  facilities. 

3.  Project  Organization  Chart  (PMO  Form  15).    Diagram  here  the  organi- 
zation chart  for  your  project. 

4.  Management  Responsibility  Guide  (PMO  Form  7).    This  is  designed  to 
show  the  functions  and  tasks  of  each  member  of  the  project  (including 
the  project  manager).    Be  sure  you  read  carefully  the  instructions 
for  completing  it  which  are  attached. 
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5.  Major  Milestones  (IMO  lorm  4).    Indicate  the  major  milestones  of  the 
project,  showing  completion  dates,  and  describing  each. 

6.  Project  Reporting  System  (PM9  Form  24).    Indicate  here  what  reports 
will  be  made  regarding  the  progress  of  the  project,  when  they  will 
be  made,  to  whom,  and  their  purpose  and  general  content. 

*ftk  u  aP°lo?ize  for  giving  you  such  a  short  time  to  complete  these  forms 
%S  but  the  project  start  date  is  fast  approaching  and  we  must  get  things 
under  way.   The  information  on  personnel  and  equipment  and  facilities 
needs  will  be  sent  to  the  appropriate  offices  for  their  action.  The 
personnel  office  will  advertise  within  the  school  system  for  the  requested 
personnel  and  refer  applicants  to  you  for  approval.   The  Buildings  Utili- 
zation Department  of  the  Business  Office  will  notify  you  of  your  space 
assignment  and  the  Bquipn»nt  Section  will  assign  necessary  equipment  to 
your  project.   There  is  no  need  to  contact  them  at  this  time; 
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Phase  B-- Preparing  the  Project 
Problem  Instructions 


ViAe-ctioni :    The.  page*  fallowing  contain  the.  &e.veAal  fanm  noted  in  the. 
letteA  faom  Ma.deZeA.ne.  ConnciA,    Voua  toAk  now  i&  to  complete,  tkz  fanm 
uding  the.  -InfaAmation  contained  in  the.  beveAol  doame.nt&  in  tkit>  leAbon. 
Vou.  may  kc^qa  to  Pha/>e.  A  a6  you  *o  define.. 

AfiteA  you  have,  completed  the.  fam&,  evaluate  youK  an&weAA  by  doing  one. 
ojj  the.  fallowing  : 

7.    I  ft  you  oAe  peA  fanning  the.  &ijmulation  by  youAdeli,  tuAn  to  the. 
VhoAe.  B  CAitique.  and  Chccklut  6 action  o\  the.  Simulation  Manual, 

OK 

2.    I you  oAe.  woKktng  thAougk  the.  problem  a&  a  memboA  o^  a  team, 
fallow  youn.  gioup  lea.deA'6  in6tAuction6  faA  evaluating  youA 
ant)WQA& . 

TuAn  the.  page,  and  begin  to  complete,  the.  fa  Am, 
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i'i  Position1  Description 

1.  Projiect  Title  

2.  Project  Manager  :  

3.  Date  Position  Begins  _  l__  

4.  Position  Title   

5.  Duties  and  Responsibilities: 


6.    Experience  and  Qualifications  Desired: 


(PMO  Form  16) 
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Position  Description  . 
1.    Project  Title  


2.    Project  Manager 


3.  Date  Position  Begins 

4.  Position  Title 


5.    Duties  and  Responsibilities: 


6.    Experience  and  Qualifications  Desired: 


(PMO  Form  16) 


Project  Equipment  and  Facilities  Needs 


Project  Title: 


Instructions:    Specify  in  detail  the  requirements  which  the  project  has  for  equipment  and  facilities. 
Be  sure  to  include-  the  dates  during  which  these  items  will  be  used.    Tn  the  column  headed  "Source," 
suggest  a  source  for  the  equipment  by  using  one  of  the  following  letters: 

•A- -Obtain  item  locally  within  school  system;  it  is  likely  that  the 
school  system  has  such  an  item  on  hand. 
-Procure  the  item  by  purchasing  it. 


CD  H-» 

W  r+ 

H' 
S 


B- 
C- 


■Procure  the  item  by  renting  it. 


Line  No. 


70*5 


Item  Descriptidn 


ERIC 


(PMO  Form  23) 


Dates  of  Use 
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Project  Organization  Chart 


B. 


Project  Title:  

Project  Manager:   _______ 

Dates  of  Project:    From  ^  To 


(PMC)  l:onn  15) 
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Management  Responsibility  Guide 


7  Activity 
/  Description 


/ 


Position  Titles 

7 


(PMO  Form  7)    See  instructions  for  responsibility  codes.    Use  additional 
forms  if  more  space  is  required. 
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Management  Responsibility  Guide 


(J'.Mu  hum  7)    See  instructions  for  responsibility  codes, 
forms  if  more  space  is  required. 


Use  additional 
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Management  Responsibility  Guide 


Activity 


/// 

/  7 


Description 


Posit lo-  Titles 


/  1 

^  


t 


(JMO  !vrm  7 J    See  instructions  for  responsibility  codes, 
forms  if  more  space  is  required. 


Use  additional 
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Instructions  for  Completing  PMO  Form  7 


Please  refer  to  and  become  familiar  with  these  instructions  and  . 
the  MRG  code  definitions  (which  are  attached)  before  trying  to  complete 
PMO  Form  7. 


i 


PMO  Form  7  is  designed  to  show  the  relationships  between  the 
activities  of  a  project  and  the  positions  or  organizations  which  are  . 
related  to  them.    First,  enter  the  various  activities  along  the  left 
column  along  with  their  numbers,  if  any.    Along Ithe  top,  place  the  titles 
of  positions  or  organizations  that  may  have  possible  relationships  to  the 
project.  t 

f-n  determining  relationships,  you  should  base  your  decisions  upon 
what  you  think  the  relationships  should  be ,  not  jvhat  you  think  they  are. 

If  you  think  no  relationship  should  exist,!  leave  the  space  in  the 
intersection  between  position  and  activity  blank). 

If  you  think  the  relationship  should  be  an  operating  responsibility 
then  enter  responsibility  relationship  Code  "0" fin  the.  space  where  the 
activity  and  the  position  intersect.  .If  a  Code^'O"  is  entered  for  an 
activity,  also  examine  each  of  the  other  positions  that  head  each  column 
and  determine  whether  or  not  a  relationship  should  exist  between  them  and 
the  activity.    Jf  one  should  exist,  enter,  the  appropriate  relationship 
codes.  I ■ 

Under  most,  circumstances,  only  one  person  is  assigned  general 
responsibility  and  only  one  person  is  assigned  operating  responsibility 
for  a  particular  activity.    Under  certain  circumstances,  this  may  not 
he  true,  however.    For  example,  a  person  with: general  responsibility 
for  an  activity  which  is  carried  out  in  more  than  one  geographic,  product, 
or  work  area,  could  delegate  responsibility  to  an  individual  in  each  area. 
Only  under  such  a  circumstance  could  more  than  one  "B"  appear  for  each 
function.  i 

i 

One  person  may  be  assigned  both  general  and  operating  responsibility 
codes  when  that  person  does  not  delegate  operating  responsibility.  The 
implication  exists  that  a  person  who  has  been  delegated  the  operating 
responsibility  for  an  activity  will  consult;  with  the  person  assigned 
general  responsibility.    However,  a  person  with  general  responsibility  for 
an  activity  may  want  to  have  more  control  over  that  activity;,  he  might 
therefore  also  be  assigned  a  code  that  indicates  he  "must  be  consulted," 
"must  be  notified,"  or  "must  anprove." 

A  person  who  has  specific  responsibility  for  an  activity  is  func- 
tionally accountable  to  the  person  with  operating  responsibility  for  ful- 
filling a  limited  portion  of  that  function.    It  is  fundamental  that  both 
are  in  agreement  as  to  the  portion  of  the  function  that  the  person  with 
specific  responsibility  has  been  delegated  and  for  which  he  is  being, 
held  accountable 
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It  <s  not  necessary  thnt  each  position  nr  organization  which  heads 
each  column  havje  a  relationship  to  each  activity,    however,  no  more  than 
two  relationship  codes  are  to  be  entered  for  a  po.  '  Mon  or  organization 
for  a  given  activity.  .  In  combining  codes,  the  following  combinations 
an*  the  only  relationship 'code- combinations  that  can  he  made: 

Code  G  with  Code  0,  S,  M,  N,  or  A 

Code  0  with  Code  G  only 

('ode  S  with  Code  G,  M,  Y,  N\  or  A 

Code  M  wit li  viiKic  G,  S,  N,  or  A 

Code  Y  with  Code  S,  N,  or  M 

*4 

Code  N  wi'h  Code  G,  S,  M,  Y,  or  A 
Code  A  with  Code  G,  S,  M,  Y,  or  N 
RESPONSIBILITY  W-UTIONSHIP"  CODES 


Code 


Meajiing^ 


Explanation 


l*     Gcnerui  Respons  ib  i  ]  i  ty       Individual,  guides  and  directs  execution  of 

function  through  the  person  delegated  opera- 
ting responsibility  and  has  approval 
aurhorilv  ovrer  function. 


Ope rati ng  Responsihi 1 i tv    Individual  is  directly  responsible,  at  the 

operating  level,  for  execution  of  function* 


^     fiPjyjj  x  c  Kcspoiis ibility 


M     Must  Ik?  Consulted 


V     M,iy  ho  Consul  ted 


Mu.il  lie  Not  i  i  ied 


Must  Approve 


Individual  is  delegated  responsibility  tor 
iwecution  of  spe-.ific  or  limited  portion  of 
timet  ion. 

Individual,  if  decision  affects  his  area, 
must  be  called  in  prior  to  any  decision 
being  made,  or  approval  granted,  to  confer, 
render  advice,  or  relate  information  but 
does  not  make  decision  or  grant  approval. 

Individual  may  be  called  in  to  confer, 
relate  information,  render  advice  or  make 
recommendations. 

Individual  must  he  notified  of  action  that 
has  been  taken • 

Individual  (other  than  persons  holding 
general  and  operating  responsibility)  must 
>o\*int  -imp rova  1  . 
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Major  Milestone  Summary 


Instructions:  Provide  in  the  spaced  indicated  the  major  milestone  events  in  the  project 
along  with  the  information  requested. 

Project  Title:  '  Project  Dates:    From   To  


1  .... 

Milestone 
No. 

Title  and/or  Description 

Expected  Completion 
Date 

Remarks 

1 

« 

.  .. 

1 

f 

1 

i 

i 

(PMD  Form  4)    Use  additional  blank  pages  if  necessary. 
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Project  Reporting  System 

Describe  below  (briefly)  the  essential  elements  and/or  information 
to  be  in  the  project  progress  reporting  system.    Indicate  the  title  of 
each  report  to  be  made,  briefly  describe  the  purpose  and  content  of  the 
report,  and  name  the  persons  to  whom  the  report  will  be  sent. 

Do  not  take  over  one  page  for  this  information. 


(PMO  Form  24) 
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STOP! 


Check  your  responses  to  Phase  B  at  this  point  by  referring 
to  the  Critique  and  Checklist  section  of  the  Simulation 
Manual . 
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Educational  Project  Management  Instructional  System 


Simulation  Phase  C.    Controlling  the  Project 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 
Suite  1700,  1700  Market  Street 
Philadelphia,  Pennsylvania  19103 

May  1973 


Simulation 
Phase  C 


C.l 


Phase  C- -Controlling  the  Project 
Introduction  to  Phase 

A.  This  booklet  contains  the  following  items.    Make  sure  that  eacli  item 
is  present  before  starting  to  work  through  the  problems. 

Page 

Introduction  to  phase   .  C.l 

Overview  and  objectives  q,2 

Abstract  and  documents  list   .  (\3 

Initial  instructions    ^'5 

Documents  .  !  !  C.6 

Problem  instructions  

Problem  worksheets  '   C.1B 

B.  EQUIPMENT  NEEDED 

paper 

pencils 

rulers 

C.  TIME  REQUIRED.    It  will  take  approximately  35  minutes  to  read  the 
documents  and  problems  and  about  one  hour  to  develop  solutions. 
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Phase  C- -Controlling  the  Project 
Overview  and  Objectives 

OVERVIEW 

The  funded  project  described  in  the  first  two  phases  is  now  in 
full  operation.    In  the  course  of  the  project,  some  problems  are  encoun- 
tered.    Causes  of  the  problems  need  to  be  identified  and  adjustments 
made  in  the  project.   Changes  made  are  to  be  reported  tc.  aigher  management 
and  a  change  memorandum  for  project  staff  prepared. 

OBJECTIVES    •  . 

The  general  objective  of  this  phase  is  to  have  the  student  integrate 
and  synthesize  his  knowledge  and  skills  in  project  problem  analysis  and 
solution.   The  student  should  be  able  to  identify  project  problems  and 
determine  their  cause.    He  should  also  be  able  to  devise  a  solution  to 
the  problem  by  proposing  alternative  solutions  and  select  one  utilizing 
criteria  he  develops.    He  should  then  be  able  to  communicate  to  management 
any  changes  that  are  made  to  the  project. 
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Phase  C- -Control ling  the  Project 
Abstract  and  Documents  List 

ABSTRACT 

.    Phase  C  is  chiefly  concerned  with -identifying  and  solving  problems 
which  arise    in  the  course  of  the  project  which,  if  not  solved  satisfac- 
torily, would  make  the  project  iess  than  successful  or  end  the  project's 
existence.    The  project  lias,  been  progressing  essentially  according  to 
plan.    The  literature,  has  been  reviewed  on  the  topic  of  .utilizing  8  mm 
film  loops.    Several  clusters  of  topics  in  environmental  education  have 
been  identified  and  a  professional  studio  has  been  engaged  to  do  both 
filming,  editing,  and  final  production.  "  . , , 

Upon  receiving  the  bill  for  the  first  three  of  the  projected  twenty 
film  loops,  Pat  Beckley  discovers  that  the  total  cost    of  the  film  loops 
is  greater  than  expected.    To  further  complicate  matters,  the  project 
typist  may  Weil  be  absent  for  some  time  due  to  illness  in  her  family. 
The  student  must  select  the  more  important  problem,  identify  its  causes, 
suggest  possible  alternative  solutions,  and  construct  a  change  memorandum 
for  the  one  solution  selected  to  deal  with  the  problem 

DOCIM-NTS  LIST 

'Hie  following  documents  are  included  in  thi:   phase  in  the  orli-r 
i  ndicatcd : 

A.  Cony  of  a  memo  from  the  Building  Utilization  Department  allocat- 
ing office  space  for  th^  project. 

B.  Lxcerpt  from  the  minutes  of  a  meeting  of  the  Lnvi ronmenta 1  Com- 
mittee in  the  office  of  Dr.  Warner  Adams,  on  November  2,  1970. 
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C.  Excerpt  from  the  minutes  of  the  Environmental  Education  Com- 
mittee in  the  offices  of  the  project  in  Wayson  Middle  School,  Dr.  Warner 
Adams  attending,  on  December  21,  1970.    The  staff  of  the  project  were 
also  present. 

D.  Copy  of  a  letter  from  Mr.  Melvin  Hobbs,  Manager,  Hobbs  Film 
Studios,  to  Mrs.  Pat  Beckley,  dated  January  16,  1971. 

E.  Partial  transcript  of  a  phone  conversation  between  Mrs.  Pat  Beckley 
and  Mrs.  Sharon  Weaver,  typist  for  the  project,  on  January  18,  1971. 

G.  Memo  from  Mr.  Warner  Adams  to  Mrs.  Pat  Beckley,  dated  January  20, 
1971,  Subject:    Guides  for  identifying  and  solving  problems. 

H.  Memo  from  Miss  Madeleine  Conner s  to  Mrs.  Pat  Beckley,  dated 
January  21,  1971,  Subject:    Change  Memorandum  Summary. 
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Phase  C- -Controlling  the  Project 
Initial  Instructions 


ViAection*/.    The  fallowing  page*  contain  a  *eAie*  qi  document*  Ketating 
to  the.  pKogfie**  ojj  tht  jpHojuct  to  pKodmce.  fiilm  loop*  in  environmental 
education.    Read  tye*e  docum&nty  caieiuJUy.*ince  each  one  contain*  in^oK*. 
motion  which  you  may  need  lateA  on.    Each,  document  ib  identified  a*  to 
itt>  *ouAce  and  natuAe.  \t 

Wi  la*t  docu.me.nt  i*  a  memo  i>wm  Madeleine  Conner  keque*ting  youA 
decision  and  youti  method*  oi' implementing  them.  ,  Vou  may  nc^eJi  to  thue 
document*  ok  any  otheK*  iKom  pfieviou*  pha*e*  in  Miking  out  a  solution. 
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Document  A 


Copy  of  a  memo  allocating  office  space  for  the  project. 


To:    Mrs.  Pat  Beckle?,  Wayson  Middle  School 

From:  Mr.  H.  Winston,  Building  Utilization  Department,  Office  of  theU 
Assistant. Superintendent  for  Business  Affairs  * 

Subject:    Office  space  for  project  ,fDevelopment  and  Production  of 
Single  Concept  Film  Ldops.  .  ." 

Date:.      August  28,  1970 

This, is  to  notify  you  that  the  above  named  project  has  been  allotted 
facilities,  including  office  and  work  space,  as  follows: 

No.  of  rooms  •    .     Total  sq.  ft.  Location 

2  600  Rooms  112  and  11.3  • 

Waysori  Middle  School 

It  is  not  normally  possible  to  find  such  space  in  a  school  building. 
However,  because  Wayson  Middle  School  is  quite  new  and  is  operating  at 
only  about  three- fourths  of" projected  enrollment',  this  seemed  the  best 
assignment.    It  is  understood  that  this  space  is  to  be  vacated  on  com-  " 
pletion  of  the  project    but  not  later  than  August  31,  1971. 
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Document  B 


Excerpts  from  the  minutes  of  a  meeting  of  the  Environmental  Education 
Committee  in  the  office  of  Dr.  Warner  Adams,  on  November  2,  1970. 

Mrs.  jJat  Beckley  reported  the  following  facts  to  Dr.  Adams  and  the 

committee  concerning  the  current  progress  of  the  project  to  produce 

film  loops  in  environmental  education.  .  - 


tigators  were  hired  to  do  the  literature  search.    These  people  were  Miss' 
Sharon  Bell,  teacher  at  Wayson  Middle  School  and  a  member  of  the  Environ1- 
mental  Education  Committee  who  was  chiefly  concerned  with  the-  literature 
on  environmental  education;  and  Mr.  Daniel  Farber  of  Lane  Middle  School, 
who  has  done  the  literature  review  about  the  development  and  utilization 
of  8  mm  film  loops.    Mr.  Farber  and  Miss  Bell  will  also  work  as  script 
writers  later  in  the  project. 

2.    Five  "cluster  areas"  have  been  identified  from  the  literature 
search  as  major  topic  areas  for  the  film  loons.    Within  these  five  areas, 
a- total  of  twenty  topics  have  been  selected  to  be  made  into  film  loops 
of  two  to  four  minutes.    Work  is  now  beginning  on  the  scripts  for  these  ' 


3.    Two  writers  have  also  been  hired  to  help  write  scripts.  They 
are  Mr.  Thomas  Shaffer,  an  linglish  teacher  at  Lane  Middle  Schook,  and  Dr. 
Robert  Archibald,  a  new  instructor  in  educational  teclinology  from  Miskatonic 
University.    Dr.  Archibald  has  had  some  previous  experience  writing  scripts 
for  .professionally  produced  industrial  training  films.    It  has  not  been 
possible  as  of  yet  to  hire  a  graduate  student  research  assistant  from  the 
university  as  had  been  planned  but  Dr.  Archibald  has  indicated  that  one 
might  be -available  at  the  beginning  of  the  new  semester  in  mid-January. 


The  project  began  on  schedule  on  September  1,  1970.    Two  inves- 


lpops . 
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Document  C 


hxcerpt  from  the  minutes  of  a  meeting  of  the  Environmental  Education 
Committee  in  the  offices  of  the  project  in  Wayson  .Middle  School,  Dr. 
Warner  Adams  attending,  on  December  21,  1970.   The  staff  of  the  project 
were  also  present.  1  J 


Scripts  for  the  twenty  film  loops  were  nearly  .finished  as  of  this 
date  and  the  project  was  proceeding  on"  schedule.    The  scripts  will  be 
reviewed  by  the  consultants  in  audio-visual  and  environmental  education. 
Their  comments  will  be  used  to  revise. the  scripts.    As  the  scripts  are 

4 

revised  they  will  be  sent  to  a  professional  photographer  for  filming. 
He  will  then  send  them  to  a  local  studio  for  editing  and  reduction  to 
8  mm  loops  at  the  studio's  processing  facilities.    They  will  be  done  in 
"batches"  of  three  .or  four  at  a/?ime  and  ten  copies  of  each  film  loop 
cartridge  will  be  made  as  per  the  contract.  * 
-  •      As  presently  conceived,  each  film. script. consists  of  the  narration 
to  be  taped,  along  w4th  a  general  description  of  the  scene  that  accor.i- 
panies  each  stage  of  tbo  narration.    The  scripts  have  generally  been 
between  thre^and  four  minutes  long.    The  photographer  will  be  allowed 
some  latitude  in  filming.    It  will  take  abour twice  as  much  film  as  will 
be  used  in  the  final  film  loop.  '  it  will  provide  editing  "instructions 
tc  the  studio. 
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Document  D 


Copy  of  a  letter  from  Mr.  Melvin  Hobbs,  Hobbs  Film  Studios,  to  Mrs. 
Pat  Beckley,  dated  January  16,  1971. 


January  16,  1971 

Mrs.  Pat  Beckley,  Project  Director 
Wayson  Middle  School 
Armitage,  New  Hopewell  44444 

Dear  Pat: 

We  recently  forwarded  to  vou  under  separate  cover  the  first  batch  of 
film  loop  cartridges  for  your  project  on  environmental  education.  You 
will  notice  that  we  are  sending  you  one  original  copy  of  each  of  the 
three  films  in  "this  batch  but  only  two  copies  of  each  film,  instead  of 
the  ten  copies  you  wanted. 

We  are  doing  this  because  die  cost  for  these  films  was  considerable  and 
we  did  not  want  to  produce  more  of  them  without  your  knowledge  or  appro- 
val.   The  total  bill  for  the  films  we  are  sending  you  is  $2,000.  Since 
you  told  me  earlier  that  you  had  a  budget  of  only  $3,000  and  wanted  to 
make  20  films  and  ten  copies  of  each  film  loop,  it  would  seem  that  you 
need  to  make  some  adj'istment  in  your  budget. 

• 

1  shall  be  happy  to  cooperate  in  any  way  I  can  with  whatever  solution  ■ 
you  devise  for  this  problem.    Let  me  know  what  you  decide. 

Sincerely, 

Melvin  Hobbs,  Manager 
Hobbs  Pi lm  Studios 
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Document  E  \" 


Partial  transcript  of  a  nhone  conversation  between  Mrs.  Pat  Beckley  and 
Mr"s.  Sharon  Weaker,,  typist  for.  the  project,  on  January  18,  1971 1 


^?veV.„Km  awfully  sorT  to  have  to  tell- you  this  but  it  doesn't  look 
like  Til  be  in  to  work  today  or  for  a  while. 

Becklev: .  What 1 1    What's  the  matter  V  . 

Weaver;    Well,  my  daughter  is  down  with  the  chicken  pox  and  her  younger 
brother  is  probably  going  to  come  '*wn  with  it  pretty  soon  too.  What 
really  worries  me  is  that  I've  newr  -had  them  so  I'll  probably  get  the  ' 
chicken  pox;  I  just  don't  know  what  to  do.    I  know  you  need  so  much  help 
on  the  project.    But  I've  just  got  to  stay  home  and  take  care  of  these 
two  kids.. 

Becklev:    How  long  do  you  think  you'll  be  out? 

Weaver:  I  really  have  no  idea.  The  kids'  chicken  pox  shouldn't  last, 
over  one  or  two  weeks.  But  if  I  get  them,  there's  no  telling  how  long 
I'll  be  out.       t  *  ' 

'Beckley:    Yes,  of  course  I  understand  vour  oosition.    I  hope  the  kids, 
get  better  and  that  you'll  be  back  soon.  ... 
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Document  p  •  <. 

— "  J1--   1  ■ 1    11  1  1  "  1 

Partial  transcript  of  a  phone  conversation  between  Mrs,  Pat  Beckley 
and  Dr.  Warner  Adams,  on  January  19,  1971. 


Adajns:    Pat,,  how  arc  things  coming  on  the  film  loop  project? 

Beckley:   At  the  moment,  it  seems  like  I'm  going  around  in  circles.  Yes- 
terday, the  project  secretary  called  in  and  said  she  won't  be  in  for  at 
least  a  week,  maybe  two,  maybe  longer.    I  just  don't  know  how  we're 
going  to  get  these  scripts  and  other  items  typed  up. 

Adams :    Yes ,  that  certainly  sounds  like  it  could  hold  things  up  for  a 
while.    Anything  else  bothering  you? 

Beckley:    This  letter  from  Hobbs  at  the  film  studio  absolutely  floored 
me.    I  had  no  idea,  that  this  process  would  cost  so  much.    I  haven't 

checked  it  out  but  I  think  the  reason  for  it  is  the  editing  of  the 
movies.    It's  quite  a  time-consuming  process  and  the  labor  costs  on 
it  are  high. 

\dams:    That  brings  up  my  main  worry  at  the  moment.    Ib  we  complete  this 
project  or  ..simply  ,  abandon  it  or  get  more  funds  or  what?   You've  got  a 
contract,  of  course,  and  I  would  very  much  like  to  see  it  finished  inso- 
far as  possible. 

4 

Beckley:    As  project  director,  naturally  it's  my  responsibility  to  come  . 
up  with  a  solution.    I  can  tell  you  a  few  things,  however,  which  are 
going  to  influence  my  selection  of  a  course  of  action. 

I  talked  with  Chuck  Greymont  at  the'  State  Departmnet  of  Education 
earlier  today  and  he  told  me  three  things.    First,  we  definitely  cannot 
get  more  money  for  the  project;  we  must  live  within  the  budget  we  have 
now.    Second,  we  must  produce  the  twenty  film  loops  contracted  for.  How- 
ever, he  is  agreeable  to  letting  us  do  only  two  copies  of  each  loop, 
instead  of  tho  ten  originally  planned.    If  they're  good,  he  wants  to  use 
them  in  other  narts  of  the  state.    He  can  probably  find  monev  elsewhere  to 
reproduce  more  copies  of  them..   Third,  we  cannot  get  any  timb  extension  on 
the  project.  ,  It  .must  be  done  by  the  originally  scheduled  dates  in  our 
proposal. 

T  ,also  talked  with  our  budgeting  office  and  wc  are  free  to  transfer 
funds  within  our  budget  any  way  we  wish. 

Adams:    Well,  I  think  the  situation  may  rule  out  the  continued  use  of  any 
professional  film  services  in  finishing  this  thing  up. 

Beckley:    I'll  try  to  think  of  a  solution.    Archibald  out  at  the  univer- 
sity tells  me  we  can  get  a  graduate  student  to  assist  us  starting  this 
upcoming  semester  but  heaven  only  knows  what  I'll  do  with  him  now.  This 
is  going  to  take  quite  a  bit  of  thought. 
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•  * 

Adams:    Listen,  tell  you  what.   An  assistant  principal  over  at  Malcolm 
X  High  School,  who  has  directed  a  few  projects  in  this  school  system, 
recently  wrote  up  a  couple  of  things  that  may  help  you.   They*  re  some 
conmandmants  for  problem  identification  and  problem-solving.    I  liked 
them  and  I  think  they  may  help  you. 

Beckley:    Fine,  anything  like  that  would  be  appreciated  at  this  point. 

Atos:    But  tell  me,  which  do  you  think  is  the  most  problem  right  now, 
.the  overspending,  or  the  absence  of  your  secretary? 

Beckley:    I  don't  know  right  now;  I'll  have  to  think  about  it.  .. .  . 

Adams:    Keep  me  advised  of  your  progress  and  the  decision  you  make. 
Good  luck. 
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Memo  from  Dr.-  Warner  Adams  to  Mrs.  Pat  Beckley,  dated  January  20,  1972. 


To:   Mrs.  Pat  Beckley,  Wayson  Middle  School 
From:  Dr.  Warner  \dams Assistant  Superintendent  of  Curriculum' 


Subject:  Guides  for  identifying  and  solving  problems 
Date:        January  20,  1971 


I  am  enclosing- two  items  titled  "Six  Commandments  for  Problem  Identifica- 
tion" and  "Seven  Commandments  for  Problem  Solving"  which  were  written  by 
the  assistant  principal  at  Malcolm  X  High  School.    I  think  they  may  be 
helpful  to  you  in  your  current  situation. 

I  am  also  asking  you  to  complete  a  memo  from  you  to  me  about  how  you 
finally  identified  the  major  problem  and  your  recommended  action  for 
solving  it. 

I  will  be  most  interested  in  your  response. 
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STX  COMWNDMEOTS 
FOR  - 
PROBLEM  IDENTIFICATION 

1.  Thou  shalt  always  specify  accurately  what  the  problem  is. 

(A  problem  is  a  deviation  between  a  "should"  and  a  certain  "actual" 
state  of  affairs.  Try  answering  questions  about  what,  where,  when, 
how  much,  etc.) 

2.  Thou  shalt  always  specify  accurately  what  the  problem  isn't. 

(Go  through  those  questions  in  Commandment  1  again.    Find  out  what 
is  not  affected.) 

3.  Thou  shalt  develop,  contrast,  and  otherwise  make  distinctive  differ- 
ences between  each  is  and  its  corresponding  is  not. 

(Maybe  in  answering^here"  you  found  the  deviation  is  only  in  one 
place  and  is  not  in  other  places.    Find  this  kind  of  contrast  in  the 
dimensions  of  the  problem  you  described  above  I) 

4.  Thou  shalt  use  these  distinctions  to  develop  possible  causes. 

(Look  at  each  distinction.    Try  combining  some  of  them.    State  possible 
-  causes  very  specifically.    Remember  that  just  about  anything  is  pos- 
sible.) — 

5.  Thou  shalt  derive  probable  causes  by  putting  possible  causes  to  trial. 
(Test  each  possible  cause  to  see  where  it  does  not  fully  and  simplv 
explain  the  problem's  is  and  is. not  dimensions.    Eliminate  those  that 
flunk.) 

*  * 

6.  Thou  shalt  select  the  most  probable  cause  and  verify  it  by  further 
trial. 

(Once  you  verify  it,  you  can  assure  yourself  that  the  most  probable 
cause  is  the  real  cause.) 
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SEVEN  COMMANDMENTS 
FOR 

PROBLEM- SOLVING 


1.  Thou  shalt  clearly  specify  the  results  to  be  achieved. 

(A  decision  is  the  best  choice  of  a  course  of  action  to  reach  a 
certain  objective.    First,  you  have  to  specify  the  objective.) 

2.  Thou  shalt  determine  all  the  relevant  resources  that  need  to  be 
considered  for  this  decision  situation. 

(You  need  to  know  what  you  have  to  work  with  with  respect  to  money, 
people,  materials,  etc.) 

3.  Thou  shalt  separate  the  objectives  into  the  needs  and  the  likes. 
(The  needs  are"  the  objectives  that  are  so  critical  to  the  decision  . 
situation  that  any  alternative  proposed  must  satisfy  them.  The 
likes  are  those  which  may  be  weighted  for  their  relative  importance 
tothe  decision  situation  and  which  alternatives  may  satisfy  to 
varying  degrees.) 

4.  Thou  shalt  devise  alternatives  that  might  work. 

^    (Think  up  several  of  them,  covering  a  range  of  actions  which  ought 
to  be  considered.)  • 

5..  Thou  shalt  test,  the  alternatives  for  the  degree  to  which  they 
satisfy  the  objectives. 

(Test  each  alternative  on  a  "go"  or  "no-go"  basis  and  eliminate 
those  which  do  not  satisfy  needs  objectives.    For  remaining  alterna- 
tives, weight  each  for  its  relative  satisfaction  of  likes  objectives. 

6.  Thou  shalt  consider  the  adverse  consequences. 

(For  the  alternatives  that  best  satisfy  like  objectives,  consider 
what  adverse  consequences  could  occur  fromTnstituting  each.  Con- 
sider what  could  keep  each  from  achieving  the  set 'objectives. ) 

7.  Thou  shalt  select  the  alternative  that  is  best. 

(Select  the  alternative,  that  satisfies  all  the  need  objectives,  and 
which  provides  the  best  balance  between  satisfyTng~the  like  objec- 
tives and  minimizing  the  adverse  consequences.    If  none~oT~the  alter- 
natives fit,  go  back  and  devise  some  new  ones.) 
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Document  H 


Memorandum  from  Miss  Madeleine  Conners  to  Mrs.  Pat  Beckley,  *date<  January 


21 y  1971. 


To:   Mrs.  pat  Beckley,  Chairman,  Environmental  Education  Committee 


From:Miss  Madeleine  Conners,  Director,  Project  Management  OfficeHP^ 
Subject:   Change  Memorandum  Summary 
J)ate:       January  21,  1971 


V 


Dr.  Adams  has  informed  me  that  it  is  necessary  for  you  to  make  some 
changes  regarding  the  course  of  your  project  to  produce  film  loops  in 
environmental  education.    I  would  like  to  have  for  our  files  a  summary 
of  your  change  memorandum  outlining  exactly  what  you  intend  to  do.  I 
have  enclosed  a  standard  form  for  this  purpose.    Please  put  your  summary 
on  this  form  as  indicated. 


0 
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Phase  C- -Controlling  the  Project 
Problem  Instructions 


ViAections:   The  fallowing  page*  contain  the  memo  that  ii  to  be  filled 
out  and  AetuAned  -to-Waift&A-Atfom&  ^conceAning  youA  problem  analysis  and 
solution  and  the  fom  foA  the,  change  memorandum  swmoAy  mentioned  In' 
the.  memo  from  Madeleine  ConneAS,    Voua  task  novo  U  to  complete.  theses 
items  using  the.  information  contained  In  the.  document*  In  this  phase, 
Vou  may  alio  find  it  valuable,  to  AefeA  to  document*  'and  information 
presented  in  previous  phases* 

AfteA  completing  youA  responses,  evaluate.  youA  answers  by  doing 
one  of  the.  following: 

J.    If  you  are  performing  the.  simulation  by  yourself,  Win  to  the. 
Phase  C  Critique  and  Checklist  section  of  the.  Simulation  Manual. 

2.    \f  you  are  working  thAough  the  simulation  as  a  membeA  of  a  . 
team,  foULow  youA  group  leaden.' s  instructions  fox  evaluating  your  answers 

TuAn  the  page  and  begin  working. 


?3o 
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To:     Dr.  Warner  Adams',  Assistant  Superintendent   f  Curriculum 
From:Mrs,  Pat  Beckley,  Wayson  Middle  School 
Subject:    Problem  Summary  Statement 
Date:  •      January  23,  1971 

A.    Problem  statement  (Describe  the  exact  nature  of  the  problem,  the 
resources  available  to  deal  with  it,  probable  causes,  etc.). 


B.    Objective  (State  the  objective  you  were  striving  for  in  attempting 
to  solve  the  problem.    Distinguish  between  need  and  like  objectives.). 


C.    Alternatives  (Describe  the  alternatives  you  devised  to  solve  the 
"problem.    Briefly  give  some  of  the'  advantages  and  disadvantages  of 
each  and  the  reason,  if  any,  for  rejecting  thei,..). 


D.    Action  (State  specifically  what  course  of  action  you  finally  chose 
and  why  you  chose  it.    Be  sure  to  indicate  any  potential  adverse  con- 
sequences that  might  arise  and  ways  of  dealing  with  them.). 
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Project  Title i 


Phase  C- -Controlling  the  Project 
.  Change  Memorandum  Sunmary 


Project  Director: 


r  oject  Duration:    From  To  j_ 

Date: 


TT 


A.    Briefly  describe  the  problem,  its'  cause,  the  management  decision 
and  the  judgement  used,  to  make_.,the  decision. 


B.    What  changes  were  made  to  the  project  objectives,  the  work  activity 
and  performance  standards? 


C.    What  changes  were  made  to  work  sequence?  • 


■J  ( 


PMO  Form  50  page  1 
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D.    What  changes  were  made  to  the  staffing,  person  1  and  the  duties 
and  responsibilities  of  the  staff? 


E.    What  changes  were  made  -in  the  schedule? 


F.    What  additions,  deletions ^  or  changes  were  made  in  equipment  and 
facilities?  I 


\ 

\ 


G.    What  budgeting  changes  weie  made? 


'73» 
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H.    Describe  the  potential  problems  that  may  occur  md  any  precautions 
that  have  been  t  <ken. 


I.    To  whom  was  the  change  memorandum  distributed? 


PMO  Form  50  page  3  <  3  [) 
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Check  your  responses  to  Phase  C  at  this  point  by 
pefeqing  to  the  Critique  and  Checklist  section 
of  the^Simulation  Manual. 


C 


Educational  Project  Management  Instructional  System 


Simulation  Phase  U.   Terminating  the  Project 


Project  Management  Component 
Administering  for  Change  Program 
Research  for  Better  Schools,  Inc. 
Suite  1700,  1700  Market  Street 
Philadelphia,  Pennsylvania  19103 


\ 


May  1973 
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Phase  D- -Terminating  the  Project 
Introduction  to  Phase 


A.    This  booklet  contains  the  following  items.    Make,sure  that  each  item 
is  present  before  starting  to  work  through  the  phase. 

Page 


Introduction  to  phase   d.j 

Overview  and  objectives   D*2 

Abstract  and  documents  list    D*3 

•    Initial  instructions  

-Documents  7\  .  .  .   D.6 

Problem  instructions  >   \)t\y 

Problem  worksheets  '   p.  18 

\ 

B.    EQUIPMEM  NEEDED 


paper  v  <  ■ 

pencils 

rulers 

previous  phase  booklets 

C.    TIME  REQUIRED.    It  will  take  approximately  20  minutes  to  read  the 
documents  and  problems  and  about  one  hour  to  develop  solutions. 
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Phase  D- -Terminating  the  Project 
Overview  nnU  Objectives 

OVERVIEW 

This  phase  is  concerned  with  activities  associated  with  the  end  of 
a  project.   A  situation  is  presented  in  which  the  student  must  make 
various  decisions  concerning  the  content  of  a  termination  plan,  affinal 
report,  a  project  history,  and  related  termination  or  transition  decisions. 

OBJECTIVES 

The  general  objective  is  to  have  the  student  to  put  together  in  an 
integrated  fashion  some  activities  involved  with  the  termination  of  a 
project.    He  should  see  the  interrelationships  of  the  information  contained 
in  such  documents  as  the  final  report  and  the  project' history  and  their 
relationship,  in  turn,  to  the  original  proposal  and  the  information 
gathered  during  the  progress  of  the  project.    He  should  also  be  cognizant 
of  the  decisions  that  need  to  be  made  with  regard  to  the  disposition  of 
personnel,  equipvnt ,  facilities  and  other  project  materials  and  products. 
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Phase  I )- -Terminating  the  Project 
Abstract  and  Documents  List 

ABSTRACT 

After  solving  the  problem  of  producing  the  film  loops  with  the  remain- 
ing limited  funds,  the  balance  of  the  film  loops  were  made  and  tested  in 
several  schools.    The  cassette  tape  narrations  and  accompanying  user  guides 
were  also  completed  and  tested  at  the  same  time.    The  test  presentations  - 
produced  favorable  reactions  from  both  students  and  teachers.  However, 
Madeleine  Connors,  on  a  visit  to  the  project  offices,  notices  that  no  project 

# 

termination  plan  has  been  devised  and  requests  Pat  Bcckley  to  draw  one  up. 
You  are  to  outline  such  a  plan  along  with  a  project  history.  0 

DOCUMENTS  LIST 

i 

The  following  documents  are  included  in  this  phase: 

A.  lixcerpt  of  minutes  from  a  meeting  of  the  Environmental  f-ducation 
Committee  held  on  May  10,  1971,  at  Wayson  Middle  School.    Staff  members 
from  the  project  were  also  present. 

B.  Instructions  and  evaluation  forms  from  the  materials  sent  to 
schools  invited  to  try  out  the  completed  film  loops.    Film  loops,  cassettes, 
and  supplementary  wri tten  materials  accompanied  these  documents.    'Hie  guide- 
books  have  been  omitted  from  the  document. 

C.  Newspaper  article  from  the  Armitage  Daily  Sentinel ,  dated  May  24, 

1971. 

1).    Letter  from  Mrs-  llosea  Turner,  Graduate  Assistant,  to  Mrs. 
Pat  Beekley,  dated  .lunc  1,  1971. 

L\    Letter  from  Mrs.  Angela  Spiess  Audio-Visual  Supervisor,  to  Mrs. 

< 

Pat  Bcckley,  dated  June  1,  1971.  7d* 
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F.  Excerpt  from  a  transcript  of  a  phone  conversation  between 
Miss  Madeleine  Conners  and  Mrs.  Pat  Beckley,  dated  June  4,  1971. 

G.  Memo  from  Miss  Madeleine  Conners  to  Mrs.  Pat  Beckley,  dated 
June  7,  1971,  concerning  the  project  termination  plan  and  project  his- 
tory. 
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Phase  D- -Terminating  the  Project 
Initial  Instructions 

Directions  s    On  the  fallowing  page*  are  a  series  oh  document*  describing 
the  further  progress  of  the  fillm  loop  project.    Head  tliese  doc.ujme.nt6 
care&ulZy  since  tixey  contain  information  which  you  may  need  latest.  Each 
document  is  identified  as  to  its  source  and  nature. 

The  last  document  U  a  memo  from  Madeleine  Conners  asking  for  a 
description  of  the  project  termination  plan  and  the  project  history.  Vou 
are  to  complete  these  forms  and  also  write  two  brief  memo*  concerning  the 
disposition  of  the  film  loops  and  the  tie- employment  of  a  staff  member. 

TuAn  the  page  and  begin  leading. 


-SB" 
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Document  A 

Excerpt  of  minutes  from  a  meeting  of  the  Environmental  Education  Com- 
mittee held  on  May  10,  1971  at  Wayson  Middle  School.   Members  of  the 
staff  from  the  project  were  also  present, 

.  .  .The  progress  of  the  project  was  reviewed  briefly  by  the 
project  director,  Pat  Beckley.    Since  the  problem  with  the  excessive 
charges  for  the  original  film  loops ,  an  attempt  had  been  made  to  make 
the  films  directly  on  8  mm  film  without  editing,    A  graduate  student 
assistan>-was  hired  who  had  experience  in  making  films  and,  after  very 
careful  planning  by  the  writers  on  the  pi&ject  staff,  scripts  were 
written  which  were  very  exact  with  respect  to  timings  and  narration. 
This  greatly' simplified  the  eventual  filming  of  scenes  for  the  loops.. 

i 

The  completed  8  mm  films  were  sent  to  a  commercial  processor  for  duplica- 
tion and  then  inserted  into  cartridges. 

The  guides  for  using  the  loops  had  been  prepared  and  were  now  being 
duplicated.    The  cassette  tape  narrations  to  accompany  the  film  loops  had 
been  completed  by  the  project  staff  and  were  being  duplicated  by  the 
school  system's  central  audio- visual  service  department. 

A  number  of  schools  in  the  local  area  and  around  the  state  had 
been  contacted  with  regard  to  cooperating  in  an  initial  tryout  of  the 
films  in  order  to  evaluate  them.  .  .  . 
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Document  B 


\ 


Instructions  and  evaluation  'forms  from  the  materials  sent  ttf  schools 
invited  to  try  out  the  completed  film  loops.  Film  loops,  cassettes, 
ind  supplementary  written  materials  accompanied  these  documents. 


Introduction 

\  You  have  been  invited  to  participate  in  evaluating  a  different 

method  of  providing  environmental  education  information  to  youth  in  the 

r 

middle  schools. 

This  method  consists  of  dewing  a  single  concept  motion  picture 
film  loop  concerning  a  specific  topic  which  is  a  member  of  a  cluster 
}f  topics  and  listening  to  a  cassette  tape  narration  describing  nature 
of  the  environmental  problem  and  its  potential  solution. 

\  This  method  is  not  considered  as  a  replacement  for  current  films 
md  materials  in  environmental  education  but  is  an  approach  to  provide 
individualized  instruction,. with  low  cost  projection  and  sound  equipment. 

An  information  sheet  describing  how  to  use  the  cartridge  projector 
and  aassette  recorder,  and  a  written  guidebook  on  the  topic  is  included. 

Please  view  the  film  and  complete  the  attached  evaluation  form. 


9 

ERIC 


*Note:    Guidebook  omitted  from  Document  B 
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Document  B  (continued) 

INSTRUCTION  FOR  VIEWING 
SINGLE  CONCEPT  8  MILLIMETER  FlUi  LOOPS 
WITH  CASSETTE  SOUND  RECORDING 


Introduction 


The  projector  is  a  technicolor  super  8  millimeter  projector.  The 
"ON"  and  "OFF"  switch  is  located  at  the  top  right  of  the  projector.  Focus 
ing  may  be  done  by  turning  the  lens  to  left  or  right.    The  cassette  recor 
der  will  have  a  play,  stop,  and  rewind  button.    Since  these  tapes  have 
been  clipped,  there  is  no  hazard  of  recording  or  erasing  the  tape. 


Instructions 


Step  1.  Insert  the  cartridge  in  the  super  8  movie  projector,  flat 
side  forward.    It  can  only  be  inserted  one  way. 

Step  2.    Insert  the  cassette  tape  in  the  recorder  provided  with 
tape  toward  you. 

Step  3.    Start  the  projector  by  turning  right  hand  knob  on  top  of 
projector  to  "ON"--depress  "PLAY"  on  cassette  recorder  to  start 
the  tape.    There  will  be  a  delay  as  the  sound  is  timed  to  begin 
after  the  film  identification  is  coxgplete. 

Step  4.    When  film  has  been  shown  and  tape  is  completed,  turn  off 
projector  and  press  "STOP"  button  on  recorder. 

.  Step  5.    If  you  wish  to  see  the  film  again,  rewind  the  tape  by 
pressing  "REWIND"  button.    Stop  the  projector. 

Step  6.    Repeat  steps  3  and  4.    If  the  film  and  tape  are  not 
exactly  synchronized,  the  cartridge  film  may  be  stopped  by  pushing 
the  "STILL  PICTURE"  button  on  the  top  of  the  projector. 

♦ 

Step  7.    Complete  the  evaluation  form  and  turn  it  in. 
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Document  B  (continued) 

FILM  EVALUATION  FORM 

Film  Title:    

Running  Time:   j   Date  of  Evaluation: 

Name  and  Title  of  Evaluator: 


Part  I:    Content- -The  film  should  illustrate  information  in  the  following 

areas:    (Check  the  most  appropriate  description  of  each 
item  below :   A- -Adequate ,  I  -  - Inadequate) .  \ 


\ 


1.  The  nature  of  the  environmental  problem. 

2.  Setting  of  the  problem. 

3.  Personal  rewards  in  maintaining  this  part  of  the  environ- 
ment. 

4.  Personal  responsibilities  in  correcting  the  problem. 

5.  Methods  of  maintaining  a  good  environment. 


Part  II:    Style  and  Format- -Check  the  most  appropriate  description. 


1.  Length  of  film. 

2.  Implications  for  motivating  students. 

3.  Basic  information  for  students. 

4.  Structure  of  film  (organization,  editing,  continuity). 

5.  Picture  quality  (clarity,  framing,  color,  etc.). 

6.  Sound  quality  (audibility,    voice,  music,  effects). 


no 
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Part  III;  Recommendations 

A.  Recommended  age  -  grade  level:  Check  all  spaces  belowithat  are 
appropriate.  If  you  check  "special,"  specify  the  nature  of  the 
group  under  "B". 

 Primary  (1-3)       ,   Jr.  High  School  (7-9)   Special 

 Intermediate  (4-6)   Senior  High  (9-12)   Adult 

 Middle  School  (5-9)   Disadvantaged  students   College 


B.    Comments  or  general  impression  (note  here  special  points  you  wish 
to  mention  and  a  brief  statement  of  how  the  film  affects  you). 


C    Please  indicate  your  estimate  of  this  film  (Check  one) 

Highly  Recommended  Useful 

Recommended  Poor 


D.     if  recommended,  what  applications  are  indicated? 


E.     If  not  fccoiriTiended,  whuit  changes  arc  suggested? 
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STUDENT  FILM  EVALUATION  FORM 


Film  Title 


Evaluated  by  ;  Date 

Age  ______       Year  in  school  ■  Class 


You  have  just  looked  at  a  short  film  on  environmental  problems. 
Please  rate  it  according  to  the  statements  listed  below: 


YES   NO  UNDECIDED 


1.  Was  the  relation  of  the  topic  to  human  life 
made  clear? 

2.  Were  methods  of  solving  this  problem 
discussed  clearly? 

3.  Did  you  perceive  something,  new  about  your 
environment  because  of  this  film? 

4.  Did  you  want  to  do  something  about  the 
problem  that  was  discussed  in  the  film? 

5.  Did  you  see  any  relation  of  this  topic 
to  other  environmental  topics? 

6.  Was  this  film  long  enough  to  show  you  what 
you  wanted  to  know  about  this  topic? 


7.  This  film  as  a  method  for  individualizing  instruction  on  environmental 
education  was    (check  the  appropriate  rating) :  , 

 Excellent   Good   Fair   Poor1^ 

8.  This  film  as  a  method  of  learning  about  the  environment  was  (check 
the  appropriate  rating) : 

Excellent  Good  Fair  Poor 


9.    Mark  the  spaces  listed  if  you  have  learned  about  environment  a1  prob- 
lems by  any  of  the  following  methods: 

 Written  materials  ^Slides   Film  Strips   Records 

10.    In  the  space  below,  please  describe  your  feelings  about  the  use  of 
this  film  as  a  method  of  environmental  education. 
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Document  C 

1  —  — — ,  

Newspaper  article  from  the  Armitage  Daily  Sentinel ,  dated  May  24,  1971. 


Local  students  are  learning  about  ways  to  preserve  and  restore  the 
environment  in  a  new  way  and  students 'around  the  state  may  soon  be  doing 
the  same. as  a  result  of  a  project  conducted  by  Armitage  teachers.  A 
special  feature  of  the  project  is  its  use  of  "film  loops"  accompanied  by 
a  taped  lecture. 

Mrs.  Pat  Beckley,  chairman  of  the  project  and  teacher  in  Wayson  Middle 
School,  explained  the  purpose  of  the  project :    "When  we  tried  to  imple- 
ment a  course  of  study  in  environmental  education,  we  found  that  there 
just  weren't  any  short  films  we  could  use,  or  that  the  students  could 
use  by  themselves  in  individualized  instruction."    At  Wayson  Middle  School,  • 
students  arc  often  given  projects  to  work  on  by  themselves  in  the  school's 
Instructional  Materials  Center,  a  sort  of  glorified  library  featuring 
films,  slides,  and  records  in  addition  to  the  usual  books.' 

P.eckley  and  the  project  staff  tried  to  fill  this  need  by  producing 
a  series  of  "film  loops,"  short  films  that  run  continuously  in  a  cartridge, 
like  an  endless  tape  recording,  on  various  topics  dealt  with  in  the  envi- 
ronmental education  curriculum. 

Despite  some  initial  problems,  they  have  now  produced  twenty  film 
loops,  each  with  its  own  narration  on  a  cassette  tape,  and  accompanied 
by  a  guide  book.    Recklcy  feels  that  this  technique  will  motivate  students 
to  find  out  more  about  the  subject,  but  cautions  that  the  loops  are 
designed  to  supplement,  not  replace,  traditional  instruction. 

The  system  is  currently  being  tried  out  in  Armitage  schools  and  in 
a  few  others  around  the  state.    Initial  results  from  an  evaluation  of  the 
product,  indicate  that  the  project  is  a  success.    Teachers  ami  students 
have  received  the  films  well. 

II  the  project  continues  successfully,  there  is  a  possibility  that 
the  loops,  tapes,  and  guidebooks  wi  ll  lie  reproduced  and  distributed  on  a 
statewide  basis. 
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Document  D 


Letter  from  Mrs.  Hosea  Turner,  graduate  assistant  on  the  film  loop 
project,  to  Mrs.  Pat  Beckley,  dated  January  1,  1971. 


June  1,  1971 


Dear  Pat,  < 

I've  greatly  enjoyed  working  on  this  project  and  making  the  films  for 
the  film  loops  on  environmental  education.    I  am  concerned,  however, 
about  a  job  for  the.,  coming  school  year  and  wanted  to  write  you  about 
the  possibility  of  continuing  my  work  on  the  project. 

What  I  wanted  to  know  was  whether  or  not  this  project  will  be  continu- 
ing with  the  school  year  beginning  in  September,  1971.    If  it  is  to  be 
continued,  would  there  be  a  possibility  of  being  re-employed  at  that 
time?    As  you  know,  my  current  employment  on  the  project  began  on 
February  1,  and  will  end  on  August  31,  1971.    I  am  concerned  about 
finding  n  new  job  at  that  time  or  remaining  with  the  project. 

If  it  is  possible  that  the  project  will  continue,  I  would  like  to  be 
considered  for  employment.    If"  not,  would  you  please  write  a  recommenda 
tion  for  my  for  my  placement  folder  at  the  Educational  Placement  Office 
qt  Miskatonic  University, 

Thank  you  for  your  attention  to  this  matter.  * 
Sincerely,  . 


Ibsea  Turner 
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Memo  from  Mr So  Angela  Speis-s,  Supervisor  of  Audio-Visual  Services,  for 
■the  Armitage  City  School  System,  to  Mrs.  Pat  Beckley,  dated  June  1,  1971 


To:   Mrs.  Pat  Beckley,  Wayson  Middle  School 

From:  Mrs. Angela  Spiess,  Supervisor,  Audio-Visual  Services 


Subject:    Film  Loops  and  Pro j ect t Equipment 
Date:        June  1,  1971 

N 

I  have  watched  the  progress  of  your  project  to  produce  film  loops  in 
environmental  education  with  some  interest.    It  seems  to  me  to  be  quite 
a  useful  and  successful,  effort.    While  1  have  seen  only  a  few  of  the 
completed  loops,  1  certainly  believe  we  would  like  to  acquire  several 
sets  of  the  loops  for  use  throughout  our  school  system. 

I  would  HVc  to  know  what  disposition  will  be  macte  of  the  set?  of  film 
loops  and  users'  guides  which  you  currently  have  in  your  possession.  If 
at  all .possible,  1  would  like  to  acquire  these  for  use  in  our  shcools. 
Please  let  me  know  what  you  plan  to  do  in  this  regard. 

Our  records  in  this  office  also  show  that  your  project  has  been  loaned 
one  8  nun  camera,  two  film  loop  projectors,  and  two  cassette  tape  recor- 
ders for  use  on  the  project.     It  is  my  understanding  that  these  art-  to 
be  returned  at  the  completion  of  the  project  on  August  31,  1971.     If  I 
am  in  error  in  this,  please  let  me  know  immediately  since  we  have  plans 
to  assign  these  items  to  other -uses  when  you  release  them. 
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Document  F 


Hxcerpt  from  a  transcript  of  a  phone  conversation  between  Miss 
Madeleine  Conners  to  Mrs.  Pat  Beckley,  dated  June  5,  1971. 


Cormers:    .  .  .Good,  I'm  glad  the' project  is  going  so  well.    I've  never 
been  to  your  project  offices  and,  if  it's  not  too  much  inconvenience, 
i 'd  like  to  pay  you  a  visit  this  afternoon  to  see  some  of  your  work  for 
myself.    I  always  like  to  make  a  field  visit  to  all  the  projects  in  our 
school  system  and  I'm  afraid  I've  neglected  yourj  because  of  our  work- 
load down  here.    Is  this  okay  with  you? 

Heck  ley:    llh.  .  .well.  .  .yes,  yes,  fine.    We'd  be  glad  to  have  you 
visit.    Perhaps  we  could  show  you  some  of  our  work,  a  few  film  loops 
and  such. 

Conners:    Good,  I'll  see  you. in  about  three  hours,  say  at  1  p.m. 


ERIC 
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Document  G 


Memo  from  Miss  Madeleine  Conners  to  Mrs.  Pat  Beckley,  dated  June  7,  .1971. 


To:    Mrs.  Pat  Beckley,  Way son  Middle  School 
From:  Miss  Madeleine  Conners,  Project  Management  Office 
Subject;    Project  Termination  Plan  and  Project  History 
Date:        June  7,  1971 


On  my  field  visit  to  your  project  offices  in  Wayson  Middle  School  yester- 
day, I  was  very  impressed  with  the  fine  work  you  and  your  project  staff 
have  been  doing.    Certainly  the  evaluation  forms  that  have  been  returned 
from  the  field  tests  of  the  film  loops  have  been  very  favorable.  You 
seem  to  have  solved  the  budget  problem  you  had  earlier  quite  successfully. 

However,  I  did  find  one  major  area  which  is  going  to  require  your  immedi- 
ate attention.    You  do  not"  at  present  have  a  termination  plan  drawn  up 
for  the  project.    Since  it  will  be  ending  shortly,  you  will  need  to  think 
about  such  things    as  disposition  of  personnel,  turnover  of  facilities 
and  similar  decisions.  Since  your  project  is  a  relatively  small  one,  I 
am  enclosing  PMD  Form  67- -Project  Termination  Plan.    I  would  appreciate 
your  outlining  your  termination  plans -jon  this  form  so  we  can  also  start 
procedures  to  turn  over  facilities  and  Equipment. 

I  would  also  like  to  have  you  complete  a  Project  History  and  Review 
(PND  Form  6K)  with  your  recommendations  for  future  project  managers. 
Complete  this  just,  before  the  end  of  August. 

Please  return  these  to  me  when  they  are  completed. 


757 
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..  Phase  D- -Terminating  the  Project 

> 

Problem  Instructions 
 »■         '    i  '   i —  . 

Vixections--    The  pages  fallowing  contain  the  holms  noted  In  Madeleine 
Connexs'  memo  and  two  blank  memos  hxom  Vat  Beciley  to  Hos'ea-Tuxnex  and 
Angela  Speiss.    Complete  the  Pxoject  Tenmination  Plan  hixst  and  then 
the.  two  memos;  hi.iuh  the  Project  Histoxy  and  Review  honm  last.  Vou 
Mill  probably  fiind  it  necessaxy  to  use  in{oxmation  contained  in  the 
doc,ume.ntt>  in  this  and  ptie.ce.ding  phases. 

Afilei  completing  youx  xesponses ,  evaluate  youx  answexs  by  doing 
one  oh  the  hollowing-* 

1.    Jh  you  axe  pexhonming  the  simulation  by  youxselh,  tuAn  to 
the  Phase  V  Cnitique  and  Checklist  section  oh  tixe  Simulation 
Manual. 


2.    1$  you  axe  working  thn.ou.gh  the  simulation  as  a  membex  oh  a 
team,  hollow  youx  gioup  leaden.' s  instructions  ion.  evaluating 
youx  answexs. 

Juxn  the  page  and  begin  to  complete  the  hoxms. 
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Phase  D- -Terminating  the  Project 
Project  Termination  Plan 

Title  of  Project:  

Project  Director:  

Project  Start  Date:   Project  Termination  Date:  

Directions:  Indicate  briefly  the  intended  disposition  of  items  or  persons 
in  each  of  the  categories  listed  below: 

Equipment  and  facilities  (indicate  item  and  intended  disposition) : 


Personnel  (include  statement  as  to  probable  employment  of  personnel 
after  completion  date) :  '  -  -• 


Products  of  project  (state  kind,  number,  and  disposition): 


Pinal  Report  (indicate  topics  to  be  included  in  the  final  report) : 


(PMO  Form  67) 
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To:  Mrs.  Hosea  Turner 

From:  Mrs.  Pat  Beckley 

Subject:    Continuation  of  Employment 

Date:        June  10,  1971 
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To:    Mrs.  Angela  Spiess,  Supervisor  of  Audio- Visual  Services 
From:  Mrs. Pat  Beckley,  Wayson  Middle  School 

Subject:  Planned  disposition  of  environmental  education  film  loops 
Date:        June  10,  1971 
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Project  History  and  Review 

Title  of  Project: 

Project  Director:  

Project  Start  Date:         .  Project  Termination  Date:  

Directions :    The  purpose  of  this  form  is  to  provide  the  benefit  of  your 
experience  in  managing  this  project  to  future  project  managers  by  dis- 
tilling the  problems,  solutions,  and  recommendations  you  dealt  with. 
Indicate  below  the  major  situations  you  encountered  in  the  planning, 
preparing,  controlling,  and  terminating  of  the  project;  how  you  think 
such  situations  could  be  handled  by  future  managers;  the  nature  of  any 
solutions  you  devised  and  how  these  might  have  been  improved  upon  with 
your  "after- the -project"  hindsight;  list  any  other  recommendations  and 
advice  you  feel  that  might  contribute  to  good  management  of  projects  in 
Armitage  schools. 

It  might  be  a  good  idea  to  sit  down  with  your  staff  and  have  an 
open  and  frank  discussion  with  them  shortly  before  the  project  ends  to 
determins  their  views  and  secure  their  comments  on  this  matter. 


(PMO  Form  68) 
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STOP!  ! 

Check  yom;  responses  to  Phase  D  at  this  point  by 
referring  to  the  Critique  and  Checklist  section 
of  the  Simulation  Manual. 


